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i OU C en 


Pee BACKGROUND 

(uemwmias Deen Written om the subject of the quality ofr 
Seeeuctes Produced for purcnase under government contract and 
ever more nas been Written on the general sudject of quality. 
Smeeorisingiy little has been written on tne quality of the 
Meocuremenvc itself. This thesis will explore the espects of 
Mmebity in procurement =n an attempt to discover what makes a 
ecod purchase and how tne quality in purcnasing can be 


achieved. 


Eye ObseCTIVES 

The Navy Field Contracting System (NFCS) has recently 
installed a svstem known as Purchase Unit Resourcing (PUR) 
Bereerunding procurement activities uncer its cognizance. Tne 
PUR system funds activities based on the number of purchase 
documents completed. The overell attitude towards the system 
has been favorable, however, one of the major problems cited 
heme it iS its failure to recognize tne importance of quality 
Spr ocurement actions. As is often the case with any systen 
mased SOlely On GCuantity for performance, the PUR system is 
ieely tO ceuse a decrease in quality in the NFCS. 
MmereciVing this potential problern, the managers of the NFCS 


Mere cGeelded that a System for measuring quality is also 


required to insure that the preper pelance 1s Malwee 
between quéntity and quéelity. Ine goal of this tresis Siem 
study the Navy rield Contracting System end the Sud jecuuas 
quality in general in orcer to GeUeCr Nive wie wae 


principles can be applied to conltractmaemie 7]. 


Co “RESEARCH QUES TRS 
Given the prececing general onojectives, tne following 
primery researcn question was posed: How cén improved 
quality of contractual actions be acnieved in the Hhevy Fieéid 
Concreciing SYsten ¢ 
Tne following ancillary researcn qQueSUilons are tee 
pertinent in addressing the basic research questicn: 
1. What is tne definition of qualily in @Centpacraia 
2. how 1s quality currently measured within the Thee 


3. Wnat measures of aquality are used outside of the NFCS 
anc can tney be applied te tne Trt a, 


ut. What specific methods should be established to Impreme 
the quality of procurerient actions witnmin tiestew 


D; SCOPE, LIMITATIONS, ANDVASSUE ire 

The thrust of this thesis is to provide 4 tanagenene 
guide to NFCS managers to improve the quality Grate, 
purchase actions. The thesis 18 limited tome 


procurement rather than subsequent contrac tuaimenu 


Sovereesereae iv waertons., Lt focuses On procurements between 
POCO menen oie O0C as Lhose actions that are tne most 
common in tne iFCS. 

lijcmeliesGomyecOoncecrn Of Lhe “tnesis 1S tC Gevertiine wnat 
mieitys ts and tLnen to find a way to apply quality to tne 
momeaetans process. ?nere 15 a vast and growing amount of 
Mmeeeravure and opinion on the general subject of quality. As 
meteorite rvon it tne Crivate sector incredses, it 1S expectec 
m@iweene DOUoh for quality Will alse expand. kKatner than try 
Meese woreda'|] toewditrerent Concepts ana bDrograms currencly 
oe Oo meCtictP iw COMMS. EMesiS iS Limited to tre concests of 
Mmrerty oroposed By bCwOo Of tne most distinguisned authorities 
Mmomeie field, Ine work of Joseph M. Juran énd, more often, 
beeecavards Deming are used as the guide fon ue Om eulic 
Memecols Cxpressed in this thesis. Interested readers may 
memo.’ Laeir works as well as otners listed in the 
Peiormeorpraphy fOr frurtner discussion on quality.. 

This thesis assumes the reader has a general knowledge of 
the DoD contracting language, and the Defense acquisition 
Pmocess., Additionally, it further assumes the reader has a 
Memeral unuecrstending of the organization of the NFCS and its 


meme in this acquisition process. 


Eee (6 | HODOLOGY 
Meo lnarlon O1,aecquisition literature and telephonic 


emee personal interviews regarding current practices within 


tre NFCS was used to provide cata fOr the thesis see 
literature base was mainly compilled (throuen ieee 
Logistics Studies Information Exe tan 3eymey ene 
Postzraduate School Library, and a@ review Of Varicus jOUR eee 


and periodicals. 


Ps ORGANIZATION OR Tit, Teeews 

This thesis attempts to take the reader through the 
Subject at nand as logically as possidle. Chapel pie 
designed to provide the reader witn a backzrounGd On Tae ee 
system as it is currently being used in toe weCS., 2 Zen 
Giscussion of quality end how to achieveu iC eer ee 
included in this cnapter. With this foundation upon Woremeee 
build, a presentation will be WERE of current Dracteeas 
within the NFCS in Chapter IIl. Tnis chepvers1 | i 
include a review of a study conducted by students at Poem 
S. Air Force Academy concerning quality in preeureneam 
Chapter IV will present an overall program for acne mae 
Quality in precurement. Fineliy, reconmendavweyaeids 


conclusions will be presented in Chapter V. 
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iOS Mee eu ea Sets 


ee ROOUCTIVE UNIT RESOURCILIIG 

Productive Unit Resourcing (PUR) is a inethod of 
resourcing usec witnin tne Naval Supply systems Command 
Mey oUP) to fund its field activities by productive output 
[Ref 1:p. 1]. Altnough the PUR program applies to almost ell 
meas Under VAVSUP cognizance, Ltnis tnesis wisl limit its 
meer e vO the use Of PLR in tne contracting environment. 

Giewagearct Of the PUR system is in funding tree activity oy 
Meecuetive wnits completed. In the contract arena, the PUR 
Meosram ties funding to purcnase/ccntract actions completed. 
MeEciyities are funded on a rate per contract ection witn 
different rates for poth small end large purcenase. This rate 
MmmemGaiticd Oy dividirs total costs of the contract/purcnase 
Seperacion by the number of actions completed. Costs that are 
included in the rate calculation include large or small 
feeeehasc DUYing costs, contract or purchase administration 
Meses and procurement overnead costs. The buying anc 
meeenlistratlon Costs conSist mostiy of saléries anda the 
Peete adeecosts Include items such aS procurement printing. 
These costs are added togetner and divided by the number of 
Meee se aCLiOnNS coripleted. in the case of larze contracts, 
pieeeuype Of acClLilOn 1s glven a weight as noted in Table 1 
ret l:p. 10}. 
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TABLE 1 = PRODUCTIV# UULT WEIGHTS BY CCITRAG 23a 


STANDARD PRODUC tia 
CONG ieee poeriOUn UiM_T tit leas 
Del order/GSA/Otner Fea Azencies ee 1 
Sead eq Sads 39 3 
Utertecd' Sn, Crders 13 1 
Initial Placement ofmeoss, 
Contracts -e 1U1ICs. <a 25 Ps 
Definitized BOA Crders 
eo tO <— 1007. | 39 3 
TOOK tO </500% iS 4 
DOCIC to <a (as. 14 
Wa CO. hem 1382 14 
VO Bad Greate: Pez je 
negotiated Conpetitive Supply 
25k to < 100k 39 5 
LOG: to. =< Seei- ye 4 
Olas Cm nnn alee 9 
ink Gor Ola 132 14 
10m and Greater 182 14 
Negotiated Conpetitive Service 
Contract Admin Retained 
25ke tO. G OG ae 4 
LOGR= 00 1 500k 156 12 
5 OG 1b; =nalin 156 12 
Ai aeOe i vel On 195 15 
10m and Greater Ws 13 
Negotiated Sole Source/8A/Nonprofit 
Educational/Utilities 
esle to < “WOO Be 4 
1008 fa < SCuY 156 2 
S00 to < Iw 156 iZ 
| Virameevorn<ue( 10h oS 15 
10m and Greater 195 ie 


NOwes Productive units weignts were calculated by Gaya 
celivery orcer manhours into the thanhours'! orm. 
COMMU ae lL Gy pie: 


The calculation of the small purchase rate 1s daseq 
simply on the number of units completed less Foreign liilitary 
Sales (FMS) actions. Also, there is a procedure {Or wacgmaae 


lee 


BepeesmOasceGmemra Ssiehnitileant increase in Workload, out since 
Peomiomiowepemerinert Mere 10 Wiil not we discussed further. 
Using tne previous guidelines, each NAVSUP activity 
Figures a rate based on past performance. Tnis rate is then 
mepetea GO tie projected workload of the activity. At the 
end of each fiscal quarter, the estimated and actual outputs 
pil@eretes are coifpared. if the actual amounts significantly 
Beeeeec or fall short of tre estimates, funds are either paid 
SyeeecO Lhe aCtIVILY Or paid back to iJAYSU?P oased on Table 2 
Met 2). 

pOOUmeiempnev6olS It oOrlatciOn, at 1s Gasy tO see that the 
Meee yoceniecauses tne HFCS managers to have Ssignificent 
Matrerest in the number of contracts/purchases procuced, wnile 
imewane Little to no concern over the quality of the output. 
In some of the other fields covered by PUR such as material 
meeounting, fund resource eccounting, and disbursing, quality 
Standards have been placed in the system that attempt tc 
peevent the quality of the Groduct or service from declining 
Pemeawreaeu tr Or thiS néw emphasis on quantity. Currently, 
however, there is no system in place that does this for 
Meeecurement., this thesis will attempt to address this 
dilemma. 

In all areas covered by PUR, there is a general and 
Beministrative (G&A) pool which covers such items as 
mecmiing, administrative support, transportation and 


Mee ties. in the acquisition arena, it also covers 


Ue 


YG X 3andjno Tenzoy yx (9IVY pouuelg - TenQoy) 


Y0G X jndInNO peuuReTgZ y (8IeYy peuueTg — Ten oy) 


a7ey uo poseg 
syoeqhe{/synodeg 

(jnd3ng pauuetg - 1en10V) yx 22eYy pauueltY 

(jndingo pouuetTg - {en oy) y a7eYy TenqoyY 

(gnd3ng pauuetg - [Ten oy) y» a}yeYy pouueytg 

(and3ng peuuetg -— [enqjoy) xy sIeY pseuueyltg 


gnd3ng uo paseg 
syoeqheg/sqnokeg 
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Procurement flanagement Review. Tnis GaA pool 18 not basea on 
Paco ChmGreemect ive UN1it, DULL is expected to vary in 

mr eionmeo tae aclLivity's worxicad. Ine resources for Gea 
Seow eprevidec 25 2n ailocation to tne activity in che 


financial opereting plan and are divided among the C&A cosz 


centers by the activity. 


EQUALITY 
ip Det ining Oualicy 

Ha Derermocw ries medalleyeas “A Gaares OL excellence" 
Meer 5:D. 963). Ihe problem that exists witn tnis 
Mreetrclon, NOwever, i15 to define excellence. Attempting cto 
memrow SUCH a Cdaeain Would not put us any nearer our goal. 
Peemabdly the pest definition found for quality in researchin. 
this suoject was "I know it when I see it" [Ref 4]. Tnougn 
Mime Oecsenoe OL1fer any specific guidelines for measuring 


Smreeecy, it does Nizghlight one of tne key aspects cf quelity: 





epereecircumstances. 

This does not mean that quality is not measurable nor 
Mees 1t mean that quality cannot be defined for a specific 
Product or service. It does mean however, that any measure 
@eesen must be the correct one for achieving the desired 


meets. AlSO, any definition given to quality for a 


1 


particular procuct or service snouvid Ge flexlOPenc ior aa 


adapt to chénges in tne product or service as well ase 


}-- 
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wivh these considerations in milnd, a Gderiniw tome 
quality procurement can be provided ctnat will be Useqwe mw. 
zsuide for this tnesis. fhe Armed Services Prigin =a 
states tnat "Tne odjective of procurement 18S Vo secure 
needed supplies and services from responsible sources 2c eee 


and reascnaole prices calculated to resuic 1nU eee oe 


UT 


ultimate overail cost to the Government" [Ref 5: 9. 2-1) eee 
Federal Acquisition Resuléetions and supdlements theres 
further require tnat tne delivery schedule be adcdnereq tce 
that the specifications be met, and ther thew oe ane 
regulations governing the procurement be wioltoy owe, 
accomplishing the task. -Inerefore, for tne purposes Of (ema 


thesis tne best definition of a quality procurement Secs. 


pe one that provides to the customer, tne €esi regi temas 


J 


service within tne time reauirecd at a iTfair enaereason oe 





tne Governnernt 





rice thet is in the best overal] interests of 






ules and rerculetionsmewas 





govern sucn a procurement. 


es . Ineo weed «ft Oise rian mae 
As difficult as quality is te define, dacnvevine ieee 
even more formidable. The need for 1 tnhoWeamezn oe 
questioned. The number of practicing quality se. [er Gogo ore 


is small compared to the demand for their services, oucegneums 
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Deemer e erOwli2. Modern companies Nave recognized that 
maori chumme Demanecessrul, quality products er services must 
Memevd@eomeonoany Stancard [Ref 6:p. 30]. Ine U.S. Governrent 
mmalsoO vaximne notice of the necessity for quaiity. fhe 
recentiy published findings of the President's Blue Ribbon 
Commission on Defense Management (The Packard Cecnmission) 
Mmiealismredad the need fTOmmincreasing quality in one cf its 
fPeeemmendations under the area of defense procurement. 
Recommendation F of this reoort stated that "Federal iaw ana 
memeerezuletions snould provide for suostantially increased 
use of commercial-style competition, emphasizing quality and 
established performance as well as price" [Ref 7:p. 62]. 

Why the emphasis on quality? There are two basic 
Mmeasons why Quality 18 a good idea. First, in the commercial 
Paeeor, bre unmewquality slow the product won't sell. Every 
fmeweecustvOMmers get Smarter and the demands for a quality 
Peoguct that they place on suppliers increase. Unless the 
“ep lier can Satisfy tne consumer, the consumer will go 
Seeocunere for his/ner needs. This reality caught American 
Meet) soy Surprise, but Since they've realized it, quality 
mem Decome the primary concern. The second reason for being 
mmreresved in duality is that quelity costs less [Ref 8:p. 
Gemeeelf a job is done correctly the first time, there is no 
me cO Dear tie expense Of correcting mistakes. Also, the 
meme Used to do the work the first time will not have been 


fmeeece. in Many cases the cost of redoing the work can be 
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greater than the cost of doing it cOrreaGuly Cae tro 
Hodern businessmen heve recognized these facts and ere cake 
action to improve their dua liane 
3. Achieving Cualicy 
Tnere are many programs for achieving quality. some 
Edwards Deming is recognized by mény as the leader in tie 
quality field and) ailess00K {iu eraee Produc © vam end 


Competitive Position is tne basis for much Of thiswenes ie 





There are, however, many other recognized quality .ex pen 
practicing today. Josepn HM. duran and P. B. "Praga 
are also among the meny well-known, practicing quality 
specialists today. Some of tneir work, as well as thageuem 
others, was a part cf tne researcn eftemiw in con ei) eee 
thesis. Hopefully, by gleaning the parts of tne curréentsweme 
chide) (egies quality field that seem to have tne greatese 
correletion to the field of contracting, this eine er 
present an overall plan for achieving quality in centracuaaae 
Interested readers should consult the dbdibliograpry sec tae 
this thesis for further reading on the subject) of "quate 

A key point that is noted over and over in the 
literature on quality and trat should be emphesized fro sane 
beginning is that quality cannot be obtained instangiae 
Neither does the quest for improving quality ever end. 


Current Ford Motor Corporation commercials advertise thar 
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quality was made "joo one" in 1976. Ten years later, this is 
Seeeeinetr Or imary concern and the dedicetion towardé it has 
mot lessened. 
emis Ss POurveen Points 

[ivwemuo8ow1ne GiSCUSSiTOM ull) 1OCcuUS om tne work of WW. 
Bewards Deming and nis fourteen points that are tne basis for 
fmeemeprogram to achieve quality. Deming began as a 
Seeristician out expanded into the quality world. Over 
Meercy years azo Deming went to Japan and presented nis iceas 
Sueauality. tine success of hiS program in J@par iea to the 
mmerent regard 1Or him in this country. ihe commercial 
seecess of Japanese DEeGaucru. sii wemtoecounury led vos, S. 
mes inesses' concern for quality. 

Tne tourteen points proposed by Deming to obdtain 
G@uality in a program are not a cure-all and may net even 
apply in every circumstence. They are however, a positive 
place to begin a cuest for quality énd are presented hnere in 
meee respect. It should also de noted tnat Deming wrcte in 
Perec ONLeXt Of presenting a program for commercial, 
meoauetion baséc Organizations thus some of nis points will 
need adaptation (Ref 8:pp. 17-49}. 
mernt | —- Create constancy of purpose for improvenent of 


Meoaguct and service. 


LiiomucmOlemw@merLijesmMOSe Important and most difficult 
Semaitions to obtain in acnieving quality. Saying you went 


quality is not enough. Everyone involved in the process must 


ie 


be dedicated to tne concent Of GQualllw. Sil02an, eee 7 ema 
Derects and "Quality is Job One" are useless unless ever von 
from top manegement down actuelly oelieves quality is of 
orime inportence and carries ouc tneir GulTIiesS in Gove e 
with tnis goal. The question on everyone's ming sso seme 
"What can be done to improve the quality of tne proquee 

Tne enswer riay lle in more training, better equ1pmen cee 
Saving procedures orf any number “o) Sor oiemes 


Pceint 2 - Adovt tne new onilosonny. 





Put another way, Uh1IS polnt 1S "don Yaa.< ae 


cause sometning was "Sood enoten” aimee 


49) 


mistaxes". Just b 
past, it isn't necessarily "good enough" now. Every mista 
made costs time and money. If an oOrganizaltionwis goin 
achieve cuality, it must seek to eliminate =a eto ee 
Point 3 = Cease dependence on mass insovection. 

Tnere are two coneepts here. First, if tiniewoensae 
first making the item (writing the contract) knewseag will be 
reviewec, and probably changed, tney are less *iikely es cca 
concerned with getting it right the first time. In addi Gaaame 
it costs money to inspect. If every item 1S inspected, woes 
a statistical sample could produce the same result, tone ae 
OF Manpower MSs beige wes coca, 

Point 4 - End the oractiee of awarding business "Onmom lec mmnane 
elone. 

This 18 a key concept of Denming's and 1s one) tie ae 


echoec to a degree in the Packard Commission reconmendavaa 
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op Cot tle peGerec COnLexX tl Of these thesis, however, it 
does not apply directly. tdIne concept of doing anything on 
One oasis only does apply nowever. As long as the PUR system 
Monsiders number of documents completed tc be the only 
mieeiwine pecloOr. Quality of @entracts in the NFCS wiil 
peer. ir ©m the otaer hand, quality is included as a xey 
(Deming would say = the Key) concept, then quality contracts 
may be possible. 

mene 5 — COnstantiv and forever improve the system of 
emoguction and service. 

Pismo aolVevOnins'S Key point that applies to 
mies thesis.s) Inewsecret here is to improve the svstem to 
Meke the joo being done easier and at the same time maintain 
Ge orove toe quality of the output. heny of tne 
MmeeeovemMen ts Cali come from the workers, if management listens 
mere neeces Gieunelr recommendations. But, tne greatest 
improvements must come from management. Tnis is true not 
Only to show the workers that management is committed to 
O@maiity, but also because management is in the best position 
Mmemescestnc Overall effect of changes on the entire operation. 
Point 6 - Institute modern methods of traininz on the job. 

This point goes hand-in-hand with the previous one. 
As important as trainins is to tne proper execution of the 
mio, 16 iS amazing how often it is put far behind 


pe@eomplishing the job. This is even more Surprising when, as 


2 1 


pointed out earlier, 10 ccstS fore in time anadwey to) gee 
a poorly done jobd than to do tne 105 Correctly Gio eee 
Cime. 

Point 7 - institute medern metnods Of suGpervaeeee 

This tnesis 18 on quélity so it will nowt ettvenaeaeae 
cover the area of supervision. It snould be noted nAoweyeme 
that poor supervisors or managers at any level ere o1coaues 
tne greatest obstacles to acnieving quality. (See point 10.) 
Point 8 - Drive out fear. 

J. tl, Juran differs trom Deming in tmat fewec i 
that fear is Zz00d in tnat it can eu Tie thoec oe 
employees. Thnougn this mey be true, another problem is 
created by fear. Employees that are afraid are uniikely to 
come fortn with new ideas and in extreme cases may even 
withhold information that is crucial to the success 52 aaa 
company. 1f "productivity at all costs" 18 tne messaccuee 
employee hears and an environment of fear is presenv, Me 
improvements are goinz to be forthcoming concerning GQuciiaae 
In addition, poorly trained personnel, rather than vara 
attention to thenselves by asking QueSliONS, arene o eee 
continue to produce the sane poor quality Secdsee Cue aa. 
over. Fear is related to the previous point tae tnapeos wee 
quality of managenent improves and employee faith in 


management increases, the amount of fear will 2ikely aeqmaee 
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Point 9 —- Break down carriers between staff areas. 

One of tne greatest impediments to any organization 
Mme cmewmempelpsrCOal, Ce it Quality or anything else, is 
Memperiticon between SUuD-Organizaticns. If goals are not 
established intelligently by managenient, in the interest of 
Seeinizing their Own circtmstances, lower level managers may 
meee aCLC1ION tnat Supports tneir individual area at tne 
gpaeensce Of the entire organization. For exaniple, if the 
fmedace Piven TO production iS tO Sroduce tne maximum 
Meat lvcvy possible, concern over quality will decline and tne 
Smeeme Ol TrewOorx @nd Overall costs wili probably increase. 


Point 10 - 





ie VwOrkKeTOrce tigicn ask for new levels of croductivity 
paeeoOuL DrOVidine methods for achievines tnese new Jevyels. 
Mptsompolnu ae first glance seems to run contrary to 
@emmonly accepted ideas for improving quality. If people 
Know how they stand and where they need to be, then they 
Met Gelp buUL get better, rignt? Wrong. Most people try to 
Memceie best job they can given the tools at hand. A chart 
that tells them where they are in relation to where they 
puoi d o€ Without telling them how to get there will probabiy 
result in decreased morale rather tnan increased output. 
BoWever, a cnart that gives not only the status to date, but 
also lists efforts being underteken by management to improve 


Phe system can pdoost morale. 


a5 


Point 11 = thiminate work standaras anda nunerica ome 
If the amount of output is the Standerd by (Witte 


. e 


employee will be graded (or said) tnoen tnat will be nis/ter 
chief concern. If, on the otner hand, tne employee is 
allowed to produce at the pace that allows nim/ner to produce 


tne guality of oroduct desired then tnat will become the 


Primary Conc eiioa 





There are many of tnese darriers. According io 
Deming, "...they exist in almost every planv et aera 


4. 


coe 


= 


cOiupany, department svore and So0vernmenerer icone 
United States today" [Ref &:p. 45]. Some of tne bdarriers 
are; the lack of a clear definition Of whet veevanlow 
inspection standards that are interpreted differently by eacn 
inspectcr, poor quality or incorrect materiel tc worn 
and finally, incompetent management. Removing tnese barriers 
is no small task and it is one of the reasons tnat tne Guam 
fOr Quality never ‘ends. 
Point 13 - Institute @ vigorous prot®ram of eduicai emma 
Eicher, 

In order to obtain quality it iS necessary tomas 
people not oniy on how to do tneir joo better, but aia 
how to produce a quality product. Inspectors must dest raiiag 


4] 


On quality standards, employees must be kept up-to-déete witn 


ey 


Demet ages anti procedures, and Nemesement must be familiar 
Pee Statistical metnods to see wnere problems are and how to 
best resolve them. 


wane to = Creete a structure in too manavenent that will 





push every day on the abcve 13 vooints. 

Thougn this seems to be just a reemphasis of the 
MeeyiousS points, it is muen more, The key points are that it 
must be top management and tnat it must te pushed ase day. 
Peermout the total Support ard particjideation by top management 
any cuality program is doornied to failure. Just és important 
is constant emphasis on quality. Everyone must de notiveted 
meeail times to produce a quality product. 

5. Statistical Methods 

Moeeocatisceiecilan, Deming SS) eCnLire program 1S oased 
femme Stabistical analysis of data to identify both problems 
Pewee aia methods fOr obtaining Quality. Cnanges intended to 
improve the system should not be made blindly. The oasis for 
memyevceecisicn should be based On Statistical evidence. Don't 
make a change witnout having; a method of measuring the effect 
Sreche change. This thesis will not attempt to provide a 
Precise Statistical model for use in measuring progress 
towards quality. There are many different models available 
[Ref 9] and more are developed every day. The key is to pick 
a metrod thet measures increases or decreases in quality and 
Mrmtaat fodel consistently. Wore will be said on tnis 


Pmiojecr in the final chapter. 
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6. SVYHODSIS Ob lF i uiG@i ness 

Deming's book and otnérs on tne suojec tor a 
defined and step-oy-step procedures for obtaining Ona aaa 
None of what has been written, however, offers a proagratueaem 
obtaining quality in the procurenent arena. One Scud yea 
discoverec that investigated this field and it will be 
reviewed in the following chapter. IU 1S important Co umoge 
nere thousn tnat some aspects oT wouarie. seem to be 
predominant in almost all writings on the subjéct. Ihe vege 


R-wA 
1S 


pe restated nere for the manager interested in Tac chai ae 
Quality program that Mlgnt not Aave vie tiem eme a. 
inclination for further researcn in the area gee 
principles are tne dasis for tne findings Of UCits these 
snould be foremost in tne minds of tnose concerned with 
quéelity in orocurenent. | 

Principle 1 = Heasures of aualityv vary accorgany vtoOmene 
product and tne needs of the customers. 

Tnere can be no central measure of quality tneat 
applies in all circumstances. Even if themproque are 
constant, the customers! needs tay vary based Onmeratce 
location. Any organization seeking to improve 2ts squeeeee 
must recognize this and ensure that quality measures are 


flexible enougn to adapt to changes im tne prediigiaeee 


Cus tToOners. 


| The basis for most of the principles listed heroes 
drawn from the works for W. Edwards Deming and Jonn GWasparae 
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meaneciple 2 = 
peccess. 

There Is no quick f1x 58 Goalie Cro rot possiole 
tO wave @ hand and expect quality to appear. Only over time 
Seeccins in quality de measured to verify tnat actions taken 
were the correct ones. Tnere is aiways room for improvenent. 
PmoOorvanization that decices it is setisfied witn tne 
present level of quality will never achieve real quaiity. 
fe@, aS NOvted in principle number cne, quality is constantly 
Seems ineg. wnat iS considereaq a quality product today, may 
Sey De acequate by tomorrow's standards. 

Peeciple 3 = Dedication to quabity must be total. 

The emphasis on quality cannot be diluted by otner 
Mmeeeors, it 1S not possible to achieve quality and quota, or 
Quality and market share, or quality and low cost. What is 
Mmeeely thougn 1S tnet dedication to quality wiil result in 
mecrins quota, gaining market snere, and possibly even 
Meeeedinine low cost. Stork done right the first time does 
not require rework or mass inspection. This allows workers 
Memancrease output. Quality products sell. Today's 
Seoumers are Willing to pay for quality so a colipany with a 
Meerity product is likely to control the market. Finally, 
Meer ty does cost less. Rework, waste, and loss of customers 
mec ost money. Quality preducts minimize all of these and 
Meee or a Detter product at less cost. Principle two should 


be remembered here though. Quality improvements will not 


zi 


happen overnignt and obtaininzg them will not 06 Cnheane 
attitudes must ce learnec end training must be @i1 Vcr 
COST ny verison money end manpower. The organization wae 
be willing to pay tnis price for inereased qualicy see 


future. 


Principle 4 ~ Imorcving the workers 1S sete tiem 





Improving tne SYVStetemae 





lost people already work as Nard as ie sean 
Telling them that they need to work harder is net the 
solution to quality and will probaoly nave just the @gpo02uue 
effect. Once a tnorousgn, dynamic training progran wee 
place to ensure that workers are as cOnipletely vyaan ee 
possible, improvements in quality must come from improves 
in the systen. This is management's responameili Gy eee 
constant concern should be to find Ways to improve tne .olumioe 
of the system by finding ways to improve it. Wew tecn notin 
tnat can increase enployee cutput while improv fae 
product, new methods of statistical checking sco Cristie 
changes are, in fact, an improvement, aid ae ee 
workers! suggestions for ifiproving tae Droge arcmaee 
examples of how managenent can accomplisn this task om 
is tnat management should never be Savisi tea tye 
efforts. The quest for quality improvements encuiae 


constant and never=endaaia- 
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Beincipile 5 = 
mispection. 
Vem aid lindl) Drinciple sis 4a warning for 
jmemeseroeitrst atteinptins Co improve their product quality. 
Mem@oeenesisS Willi avvempc to orfer measures for procurenent 
ieee yein Later Ghapters, nowever, trese measures are only 
m@ev, a measure. By inspection, they can hopefully provide 
Seme indication of tne cuality or the product. Tney cannot 
Mewever, itiprove tne product. What they offer is a gauge of 
MOw Quality iS progressing. The job still remains to 
SeeclrmMine What 15 causing tne quality problems anda correct 
tmem. Has training been inadequate in a particular erea? 
Memeo or GUaeiLiLY demands being placed on workers thet 
Severride the concern for quality? Does the original input to 
mm@erworker recuire so much rework that nmnost of his/her tinie 
memento in 1tS correction rather than in the accorniplisnment 
Baeone Original task? These are the types of questions tnet 
MeamesZzement must ask to improve tne aquelity. However, 
remember principle two. If inspections reveal that quality 
has been achieved, then tnere is probably something wrong. 
[Meche cuality of the inspection as high as it could be? Are 
the current measures of quality still adequate? The quality 
eos a Constant job that is continually changing. Quality 


Semee ver be acnieved entirely. It can only be strived for. 


Zao 


Vinen that nas dDecome the cornmon goal of workers anda 


management tnen the organization is well On Us jee 


if 


UCCeoaS. 


C. SUMMARY 

Tne purpose oy this chapter is to prcvide tne reader sma 
a basic introcuction to quality and sonie key eleients tae 
should be considerec in the cevelopment of a quality progratw 
for en activity. this information snould provide 2 frameviemee 
ror tne reader wnich will nelp in tne presentaticn Of Gua 
cCractices and past studies tnat are presentec in the 


fOLbPONIne- chao ter. 
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ToT. RESEARCH FINDINGS AND AWALYSIS 


fee ne VLOUS STUDIES 

idemstudy Of GWality in this country has beén limited 
Until very recently. Though tnere have been many 
practitioners in tne field, tnere has been little research. 
Only in the past tén yéars cr so nzs the business community 
taken a real interest in quality. 

The specific area of quality in procurement has received 
Mememeless avvention. Quality of tne products or services 
Previded by a contractor has been thoroughly studied and 
meere iS a great amount of literature concerning this 
mmmerohilar aspect of quality. The specific field of contract 
Guality however, has generated almost no stucies. The study 
Of productivity has generated a great deal of literature, and 
a review was conducted to attempt to glean quality related 
Meamerial from the @eneral area of productivity. <A report on 
PeoductCivity conducted at the U. S. Air Force Academy in June 
1974 [Ref 10:p. 74] made tne following statement: 

eae CoOnotCerationsc 07 —OUadimty must be taken into 
mecount., in using productivity measures to assess the 
effect of policy changes, the manager must assure himself 
that an increase in productivity is not achieved at tne 
expense of quality. Thus quality control and management 
are necessary adjuncts to any meaningful effort to measure 
and enhance productivity. 


Mae canary Of i975 anotker study was initiated at the Air 


Force Academy. This study was a follow-on to the one 


2) / 


conducted by LIC Austin, et al. IS charter vac ice eee 
quality procurement action and to identity *acuer sees 
could be used to measure tne overall Quality ci inp etewe 
srocurement actions [Res 9140. meeue 

As the single study found in @ review of the Tivewaeeee 
concerning contracting quality and therefore 1¢S oa) vac gees 
Significance to this tnesis, a reView Of Chew, cea. eee 
findings of the Air Force study will be presenteqmine: 7 
following pages. 

1. Background of the Study 

The genesis for the study has already seen described. 

It should also be noted that none of the members of tne 
research team had any previous contracting backgrounc. The 
first task of the study was to define a quality procuremene 
action. Ine following definition was decitdedey vont. 
quality procurement action is one whien provides to the 
customer the required item/service at the correct time wang 
a fair price" [Ref ii:p. 3]. Tae study was limitec™ tomas 
Force procurements but also noted there was a vast range of 
procurements witnin the Air Force. Recognizing that det image 
quality measures for such a vast array of procurements wou:d 
be difficult, the study was limited to procurements bee o® 
$100,000 and $1,000,000. At the time of this study s@ige 
only one procurement office in the Air Force had any quality 
control system. The system was located at the Sacramento Air 


Logistics Center and concentrated on file anvegrip yeas 


Bie 


SeerOlligeg iactoer jn contract quality. sIne Air Force 
Academy researchers did not feel that file integrity elone 
aero ered tactr saerinition of cGuality and strived for mcre 
Umecro”’ measures Of quelity. Currently, all Air Force bases 
mere some iOrm Of procurement quelity control. General 
peyoeces Of the system currently in place in the Air Force 
twee be discussed in the latter part of tnis chapter. 
eepe Corduct of the Study 

(Mem oud yO be GLO “ocesurVveys L1or conducting. tne 
bulk of the reseéren on quality measures. Tnere were two 
eee soe cca in tie review. Ine first survey, which was 
merenced to identify factors which influenced quality in a 
procurement, used open-ended questions. A duplicate of this 
Survey is included in Appendix A of this thesis. It was 
mmmenceds tO get responses from practitioners in the field és 
Mememec tactors constituted a quality procurement. the 
fecond Survey was designed to rank order the responses from 
Meemeiroat survey and was sent to a different group of people 
(See Appendix B). Both surveys were sent to over 100 people 
and responses were received from 49.5 (survey 1) end 75.5 
(survey 2) per cent of those surveyed. 

Pee RESULTS of the Survey 

tiie reswies Ot wene first Survey provided the 
Information used to conduct the second survey. The results 
of the second survey are presented here [Ref 11:p. 12-32]. 


imeesiould be remembered throughout the review of this study 
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trat tne only factors reviewed for povenllal ih? eac ie ee 
quality were those tnat were hNighiignted during ioe 
survey. Otner procurement professionals may nete facvorsuee 
covered in the survey which mignt be considered COmiavoae 
greater or lesser impact on procurement quality. Ine in@erme 
of the review nere is to highlight possible aréas Of ConGems 
for those interested in improving procurement eaqnewt.,] 
Question i: Procurement Flannimaeeiace 

The factor witn the most influence On Quality Diese 
phase of the procurement process was consicereéda LO Se) auGiae 
descriotion of the needea item or service. = seconde. 
Ne licaln2ne 2 Open Maines oO commun=cation between che 
procurement tean and the customer. Tnough it was not 
highlighted by tne USAF study, it should be noted heremaae 
good communicetion between the customer ands ticeuscree 
greatly improve the chances of receiving a well—ce wae 
requirement. What was hnighlignted by the study was thats 
ccmmunication between the buyer and the user was a Key 
influencing factor for quality throughout tne secondaq sue 
This reaffirmed comments on the first survey whicn inagieawag 
that many of the problems that arose during a pProcurpeneue 
were directly related to a breakdown in conmunication DetWween 
Chie part heseto sthe sec ontrac ce 
Question 2: Formally Advertised Procurement 

A clear and unambiguous invitation for DiGeaoee 


most important factor in the sealed bid arenal ies UNo ea. 
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mecect mY nyt Velmscurvey respcnses were grouped in tne middle of 
mee scale. rive Of tne Surveys in this area contained write- 
Mmeeleaohs mematewere considered of high importance for 
mmabhity. Inese factors were: 

eee Allow adecuate time for delivery or peéeriormance. 

meeeecOood contract administration following eward. 

Mmm oncwer IB precess aceoraine to the Taw, 

Pea uewledge Of Did Opening procedures. 
eet ion 3: Nezotiated Procuremenc 

oie wee eX DCeLCG miCaCmnMrSt Omclce If Chis area 

wee Clear anc Unamoizguous request ror proposal. Tne next 
Meee itipertant Was an internal prenegotiation strategy 
ecnference. There were several write-in factors in tnis area 
as well. The key ones were: 


ee carenrer selrcetion of souree selection and negotiation 
eat. 


PweercOoncuce fezZOLIations according to appropriate 
regulations. 


ec. Accurate specifications and adequate procurenent lead 
time. 


Sescion 4: Contract Administration 

Tne posteawarc conference, early recognition of 
memcractor's problems and Open lines of ccmmunication all 
meeeed Nigm in their influence of quality in the contract 
administration area. As the study noted, each of these 
B@elractéeérize a portion of the communication process linking 
meercontractor, the administrative contracting officer (£CO) 
wmeeeire procurement contracting officer (PCO). 


Bi, 


interestingly, tne factor which received the lowest Scorn ema 
this question was audits of the contractor. MTInere wereui om. 
important write-ins for this Questicn te 7-7. 

a. Careful selection of tne ddmintseroeee eee 

b. Timely acceptance and paynient. 

ec. Knowledge of contractor's overall Operatiy a) os 

dad. Good feedback to contractor's top Manageme 
Question 5: General waco. 

the three factors that showed the greatest influence 

On improving the quality of a procurement were open Linesman 
communication, a well-documented procurement package, argmee 
nigh level of competition for government contracts. Basequen 
the previous responses the first two factcers were exgegw oe 
The third one, an increased level of competition is noweverms 
somewhat surprising. It snould be remembered that this study 
Was conducted in 1975, long before the Curl cht pie geen 
competition. Also, the respondents to tnewqves Cee. 
were, for the most part, from fleld @¢¥2 710-2 ee 
recognition of the beneficial initluence of Couper re 
between potential government contractors at that level andues 
that time is significant. There tiere four factors thacuwageee 
out aS having a detrimental effect on contract Guialivy seme 
were the infusion of personnel into procurenent managenent 
positions with inadequate procurement experience, contracumae 


officers assigned too many Contracts Go. hama omen 


Pemeerivelyewtsce Of bUrchase price alone as tne critericn for 
Bonmvract award, and failure of the sSovernment to neet one or 
more Orovisions of tne contract. 

Questions 6 throush 9 dealt specificaily with 
SeverminantsS Of quality in contracting personnel vice tne 
mien y Of tne Contract itself. Since this is beyond the 
meoepe Of this tnesis, they will not be reviewed here. 
Question 10: Measures of Guality 

Werte ewer tMotactlOMeWwes tie OVeErunelming ravorice 
momar cnoice for an efrective measure of quality. 

Contrector's meeting of milestcnes wes second while contract 
meairications and comparison crf cost estimates witn éctual 
Pocus were a distant third and fourth, respectively. The 
mermeonses receiyed here are interesting and point out one of 
the flaws with the survey. Measures cf quality are effective 
Only if they can be measured quantitatively. Tne survey did 
Mee ask tne respondents how the measure they selected could 
meeused, only what 1t should be. The problem that 
inmediately confronts a contract manager seeking to improve 
Mar lvy, 1S NOw can custoner satisfaction be measured. If it 
Gan be measured, is that an accurate measure? Was the 
@eocomer satisfied oecause the contracting officer broke all 
toe rules to satisfy the commitment or was tne PCO able to 
Satisfy Boer customer and Still follow ell the regulatory 


requirements? 


Sih 


If the survey had included a requiremenw for adv1lsing nowetme 
measures might be implementec tne responses f.ignt have Deen 
considerably different, 

It cannot be questioned tnat Satisfyinzs tne GusSw@omee 
should be of utmost consideration in any enverprase. 
including government procurement. It is much more diiit tage 
however, to reach agreement on wnat customer satis: ac pugm 
entails. Even tougher is measuring cuStoner satist2¢u tome 
order to obtain a measure of quality ©f Crees pee 
especially in government precurement. Tne fectors judsea 
lower by tne respondents in the USAF survey, mey nave 
received higner scores had the survey required respondéntsmaae 
explain how the measures could be applied. If is relatively 
easy to count the nunmoder of modifications made tc a COnVi aes 
to correct errors made previously, or simply improv eee pea. 
Original product, It is also simple to Verity woetoemeee. 
contrector met the milestones specified in the contracts 
compare the estinated costs with actual costs. All tne Gea 
cnoices in the survey provided much nore assessable measures 
of quality, but the simple and equally difiileult to gge nae 
custoner satisfaction was chosen by a Hane@mitt ye eee a 
respondents because it is, in the final analysis sor co ue 
tne most unliversel measure of quality. Later @naoter sae 
this thesis will review the measures of the USAF study as 
well as others in an attempt to present agsoys cee, 


improving contrac ting Guvalae,. 
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4, Conclusions Ommuie. o LUG 
The USAF study determined that quality procurement 
mretons were the result of twowgeneral classes of fectors. 
Tnese were participatory and environmental factors. Tne 
participatory factors were those that involved active 
participation by the customer, procurement team, and tne 


eontractor in the procurement process. They included: 


ee oc aDlishnent, of a clear understanding by ail parties 


Or tne item/service to oe Erecured. 

b. Provision for adequate procurement ieed tine. 

Cc. Open communications ationg all the parties to the 
ecetrcnent dur ns the planming, contract award, end 
Sone acu cdministralion pnaese or Ehe acquisition 
process . 


d. A well-documented procurement package. 


The environmental factors concerned tne conditions that may 


meme nceswtne Manner Im which the procurement 1S conaucted 
Preece included: 


a. The gualifications of the members of the procurement 
team. 


b. The worklcad of the procurement teain. 
The USAF study elso made one key recommendation in 


its conclusion. This recommendation was to use multiple 


feeression analysis to determine the significance of each oc 


the quality measures discovered in the study to deterniine 
their effect on a quality procurement. Tnis was the only 
mention made of applying statistical methods to determine 
Meebity in procurement that was discovered in the research 
Memmpcomis UinesisS. Kegrettably, 1t does not appear that the 


Sy) 


~ 


i 


reconmendaticn wes followed as, altnough tnere are quality 
ennancing programs in tne Air Force procurement World coq 
there is no program in place to use statistical metnodsmam 


tne improvement of the level of quality. 


Be CURRENT PRAGiCE. 

In order to determine the current status of sG@uga am 
programs in use in the NFCS today, a visit Was Made Compe 
of the procurement offices within the system. Several 
interviews were also conducted with personnel outside 
system, includinz two with personnel actively involved@iiaaa 
procurement quality in the Air Force. Tie following 
synopsis of findings from the resear chvegmever_al 

1. General Findings 

The single most notable finding in researc igi meee 
field offices within the NFCS was the great Variety sem 
differences within those offices. Wo two offices were 
organized in the same manner, nor did any Uwo Off fecamme 
tne same mission or the same type of “cus Tene eae 
dissimilarity of operations should be foremost in Che unite 
anyone ettempting to implement a program that will affect tne 
entire HFGs: 

The second fact discovered in the researen Wasmeaee 
despite the lack of a requireinent to do s0, aivoce 7 
office visited had some type of quality programme tae 


sonie were very rudimentary while others were nearly as 


HQ 


Soreercx ada LICSe SUDMItted by quality specialists, but the 
meporteant DOlage iS that the need for a quelity control 
Peecotam Of SOme SOrTt was recognized and acted upcn by eld 
Personnel. 
ee COecit je Findings 

Weewpubpese Gt the researen was To léarrm the stetus 
memecuality programs currently in place in the field as well 
as background information in developing quality measures. 
Pive offices within tne NFCS were visited during the course 
of research. These offices were the Aviation Supply Office, 
moptadeiphia, the Naval Supply Center, Norfolk, and the Navy 
Regional Contracting Centers at Philadelphia, Long Beach, and 
Hooaangton, D.C. 

Ditonto Ot pic lances pe procurement Cperations in tre 
Navy, the Aviation Supply Office had, as mignt be expected, 
one of the most fully developed quality programs. A regular 
review was conducted each month of randomly chosen purchase 
meacrs and contracts to determine their quality, and 
Statistics were kept on the findings of these reviews [Ref 
12]. The entire program was documented in an instruction 
Signed by the chief of procurement. The reviewers had guides 
Pemoewiich to conduct the audit of the contractual documents 
(See Appendix C) and a report was completed every month on 
Mresdisecrepancies that were found. 

Tne quality of contracts at ASO was measured by the 


Meamoer of discrepancies found during the review of the 
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documents. Tne discrepancies were noted as tO SerPousme 
(Cat I was most serious and Cat III was least). Also, the 
number of files with discrepancies Wesmcotpered tO ane nunoer 
of files reviewed to obtain a percentage of folcers deficient 
(Ce.g., 1 0f 5 were deficient for 20%). The cemoine. ome 
folders deficient and catesory of ciscrepancy conbinedc te 
sive a discrepancy level. Category I discrepancies received 
aweight of 10, category Il were 5 and category Lil werome 
this allowed a numerical determination of the disermerage 
leve] as noted in Taole 3. 

TABLE 3 = DZESCREPANCY LEVEL DE TERE iA [Cie ee 


DISCREPANCY 


BY GaeuUP 
FOLDERS FOLDERS Pi DISCREPANGs 
REVItWED- ~DERECTEiw, “Dike rete Ll. Leer LEV Ga 
5 1 55 1 0 2 4.00 
2 1 50 Q 1 1 3 Cw 


B 2 67 j 0 1 ane 


There were only a few problems with the quality 
system. One of the problems was that the size of tne reve 
Steff was not in proportion to the number of purchase sommes 
and contracts completed each year [Ref 13]. Also, the two 
people that were assigned to the tesk had other duties 
besides checking the quality of contract Gecunen eee 
problems with the overall quality program are highlighted by 
these facts. First, there was not an Overall J commitren cae. 


quality. Personnel involved in the review of quality were 
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ere ened Ctner tasks that they considerec to oe as inportante 
hamierme importanl then thelr duties eoncerning quality 
meomevements. ithat this condition was allowed to continue 
peIegestesS that top management wasn't as strongly behind the 
meet cy) oUSsh as 1t may Nave been in order to insure the 
emecess Of the prcgram. 

Another problem with the system was the type of 
reports provided (See Appendix D). The small purchase 
reports describe the discrepencies noted uncer a general 


Meading in groups (1, Ii, or I1il based upon the seriousness 


Smeeone discrepancy). Also provided is a statistical summary 
of discrepancy levels including past months' performance for 
Measuring trends [Ref 14]. Tnis report format is a classic 
reeeOor identifying problems without providing a methoc for 
MeleLon. Ah necessary change to the report is tne inclusion 
of a more precise manner for identifying the deficiency. MTIne 
mivormation seems to be avallable, its presentation is ell 
mieat is lacking. If this report also provided a statistical 
pemilarny ci steps taken to prevent the discrepancies, and the 
mreccss OObalned in doing so, then it would be of much 
greater value to both managers and small purchase buyers. 
Maes large contracts report is similar except it does provide 
Mmororilation On each specific deficiency. Tne only change 
needed here is one on action taken to prevent future 
Seeurrences including a statistical representation of the 


euecess cf this action. 


U8) 
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The Neval Supply Center, Norfolk is wel @knommeemern 
1ts heavy involvement in support to the fleev) surge 
tneir concern for fleet support had now overwhelmed ee 
desire to turn out a quality product. in tact, of cei 
ectivities visited, NSC Norfolk probably had the most 
tCnorougn review process for cneéckine The wae at ne ae 
acquisitions [Ref 15]. it also had a StUrong@iepoer neem 
ensuring ‘that tre work was done correctly tiiewi i, sae 
Appendix E contains tne tabs used tc nelo cou aer 
Specialists ensure that all required docuiienctarvion sage 
approvals are provided as part cf the contract file. MIney 
also help the specialist to maintain a more orderly 7 ious 
ensure all requirements are met without referring toma 
old oe Referring to an old file is one of tne SUrest) W235 ee 
carry a mistake on from contract to contract. No Nomis 
was not the only activity reviewed that used organizavaes 
tabs, aS most of the activities had discovered thatwam eee 
documented file is one of the cornerstones to a cuality 
Coney ac tr 

Although a written instruction Was pending, tiem 
action being taxen by the command to check tne Quality somes 
procurenents and a quality group had been E€Stadlisned Vici 
the organization. Both a contract file cheek sneer Gee 
contracts (See Appendix F), which serves as a double check 
for ensuring the contract file is complete, sang) a0.ec ee 


review sheet for small purchases, which S@€rves as )anco me 
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Quality control sheet were in use by the quality inspectors. 
Pls Oe possible to oe sure from the review, but it is 
Believed that the contract file checklist had a positive 
[emce Leone une GCUality of the contracts. This is because it 
was enotner aid for the specialists to use in ensuring the 
Semeract Was coiiplete. However, since the contract review 
Peep roviged only the problems noted in the inspection of 
the peeeecnase bY Quality assurance personnel and’ did not 
Mieweroc eny SOlutIONS, it is felt it did more harm then good. 
Maere Was also no attempt being made to retain data on tne 
meyers Ot Guality being obtained or improvements to it, 
mmeruded in tne NSC Norfolk's quality program. 

Dincibye Ost Of Lie Work that Mad been done in 
meabivy assurance had not been the result of action from top 
management. There was no instruction in place outlining the 
@ueality system and the support of top management for the 
Mmoeeral Was not readily apparert. 

Tne three regional contracting centers reviewed, 
mernough Similer in contracting responsibility and equal in 
Many respects in the HFCS, nevertneless, have varying 
mmsosions and approaches to quality. NRCC Washington and NRCC 
Long Beach were organized with in-house contract 
meni stracion activities separéete from the PCO. In botn 
mises, Ce amount of contract administration effort involving 
corrections of mistakes by PCO personnel was suspected as 


mine risen as a result of implementation of the PUR systen. 
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In one case, tne increase resulted in a.twofold increase in 
contract administration backlog [Ref 16]. At the other 
activity, tne costs of tnis extra effort On Chem age 
contract administration personnel increased tne Originals 
of producing tne contract by a factor of almost three aimee 
cases [Ref 17]. Sinee NRCC Philadelphia could not accurately 
measure tne cost of contrect administrat 1lonmavew eae. 
Organizational arrangement [Ref 18], it is not fossibdle to 
correlate it with the other two. It is suspécted thovaaaeee 
Since tne PCO in NRCC Philadelohia was responsinve io. 
correcting any mistakes mace in tne oOfieinal e:io eee 
number of errors made on the original eontract was Pesee 

NRCC Washington was, in facet, 2n ene pwoeessuem 
reorganizing to holc tne PCO sections accountable for tne 
mistakes made in the original procurement. This was not, 
however, accomplished in a hapnazard manner. The PCO 
sections were reorganized to perform this new taste yee 
establishing specialized teams witnimetine Seetron om 
addition, they were also manned to allow them to ntiore 
efficiently execute the contract correctly the first tine 
This new organization provided the most successful approged 
to improving tne quality of its contracting product. slags 
however, have some problens. The concert of quality hed not 
yet been put forth as the one that was key to the successi ul 
operation of the organization. There wasehomeommaa. 


Instruction in place outlining details of “the quality se) 3g 
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Pte tha bihicionalizing” ic. 2 should be noted that 
many of tnese problems were tne result of the short time thet 
the program had been in effect and it is suspected that they 
mould De addressed as the program matured. 

haocewashington Cid Offer one Of Lhe most interesting 
concepts for measuring quélity. The command had determined 
that in some cases aS much as tnree times the amount of 
eyeort was being spent in contract administration correcting 
@eueemece ace Of tne Original contract from the PCO branch. 
This caused tne PUR rete to go up because money was being 
meee in contract administration to correct mistakes that 
mwtpeammor fave peen made. For example, if it originally 
meee 71000 to complete 5 contracts the PUR rate would be 
mevo75 or $200 per action. Since additional contract 
Puemistration was required to fix the contract, nowever, tne 
meee Was Nigher. For example, $200 in additional admin costs 
Mmeorrets iff d new rate of 1200/5 or $240. The lack of quality 
Mmemeerie Original contract resulted in an increased cost for 
memereting the contract. Because contract administration was 
done in house, tne rate could be used as a measure of quality 
and therefore, allowed the personnel at NRCC Washington to 
use the PUR program as a way of monitoring and improving 
msmality. 

The success of this program was greatly attributable 
MemelbsS environment. Of all the offices visited, NKCC 


Washingtcn had the most stable customer base, the fewest 


a” 


Small purchases, the lowest fleet SUpbort requirevem yaa 
the Largest local market from whicn to draw resources ee 


conditions gave it a stability that aliowed a greater sous 


into tne erea of quality than that whienm could be wiagcome 
OURe rsa tie wir eo. 
2. Current USAF Praeuieas 

A short review was also conducted Of the quai 
programs currertly in use by two Air Foree activitces eee 
was dcne pertly to compare the current practices ))3tiw 
reconmendations and findings of the Air rorce Acadeny wean 
and partly to get a perspective different from tnet View 
could be obtained by reviewing only Navy acti tae 

Two different comnands from two adifferent Systeme 
commands within the Air Force were interviewed concerning 
their quality programs. the two quality programs were wioe 
the same but did have some characteristics in commen. Ee@us 
programs had dedicated personnel assigned tO Theraquce tae. 
funetion on a full-time basis. AlSO, bDOtTH programs (Cridta ee 
did their reviews during the acquisition process rather pia 
after the contract action was eemplete. sr iio tee Saeed 
Programs concentrated their effort almost exclusively. 
actions above tne small purchase threshold. Diftferencesmeaa 
tne two programs reviewed centered on the manner in whiech@eae 
review was conducted (e.g., whether or not tne reviewer used 


a checklist) and the organization of the review group within 
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Dtemectwmlraccinenorganization. A generic description of tne 
ype OL COntrace quelity reviews currently odeing used within 
eae Air Force follows. 

iNeeniperorce CUalivy proeram 1s Invendecac to be 
primarily & pre-award review process [Ref 19]. Its purpose 
mmmeomrina errors and correct them prior to releasing tne 
wemeractUal document. ine reviews are conducted thrcougnout 
Une procurement process from receipt of requirement through 
memuract award and post award. Tne timing of the review and 
miemeype Of reyiew conductec is based upon the dcoilar value 
mecone cCCntract and tne type of supply or service being 
Mmeained Dy Ccntract [Ref 20]. The review committee, as it 
mampeerevtednm vne Air Foree, also reviews documents related to 
meen orocurement such as DD Forms 350, reviews many requests 
Moreaporoval at nigher headquarters, and acts as the in-house 
Peeeeterise fOr a Verlety of procurement related problems. 

PeMQoulcme vc wAilt ~oOree qQuaiity system elmost 
miranoees the quality of the procurement action, it does so 
Pemeeevery nich cost. The procurement review committee is a 
maou Of highly professional and experienced contract 
eeeeialists performing roles as inspectors of the contractual 
meeuments. As diseussed previously, placing inspectors in 
mee systen is not the soiution to improving quality. The 
Soemilttee makes no reports other than to advise the PCO of 
Mercaces found in the contract documentation or procedures. 


There are no statistics kept of what errors have been made. 
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Altnough training iS sometimes given and the committee 
informs the purchasing divViSl0OnS Of Se) mens ya oe te. 
consistently made tnere is no attemet to quantify or solve 
the problems using preven statistical metnods. Also, under 
the current system tnere is no motivation for Tile Peau. 
improve the work of his/her personnel in putting together 4 
better product. AS mentioned earlier, most people, if aware 
thet tneir work will be checked by someone else for 
correctness and if no reason is provided for te persone. 
make as perfect a produsf as possible, then 1€ 18S very ie 
Cnat the person will be less concerned Witn doine 1 Ue ae 
iC Tes trie. 

For the above reasons, it is likely trat the Air 
Foree iS paying a very high price trying to inspect dual 
into their procurement product. A better cnoice Would aaa. 
Statistically measure the quality of tne contracting je77 oa 
provide motivation for improving the quality of the produce 
and then using the contracting personnel now (per: opie 
primarily as inspectors to help improve tne system to 


increase tne overall quality Ofeprocure ae 


Ce. Suman Y 

This chapter provided a review of a past Study on Quai 
as well as a discussion of current practices within tne HFCs 
and at two Air Force bases. This background Was invenagogmims 


ald the reader in understanding how tne concept of Gua iit yeee 
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being applied to real world situations. In the next chapter, 
ec) oe enOdemror achieving Guallty in a contracting 


operation will be presented. 


om 


IV. PROCUREMEN Tig eaee seco ice 


A. IWTRODUCTION 

The first three chapters of this tnesis introduceqm ya. 
subject of procurement quality, provided aubeelc cies 
quality theories and the NFCS procuctive unit resourcing 
system, described past studiés of proclirench equa eae 
described some of the current quality programs DOTA wie 
ana outside of the Navy Field Contracting System (ChPCS) lye 
intent of this chapter is to bring the concepts and praca 
discussed earlier into focus with tne intent of develociwa 
model for improvinp contract cuality for both large and situ 
dollar procurements within the NFCS. it is hoped tnav i mam 
persennel will find tne information provided mere benet igual 
in improving tne overall quality of their contracting ¢€i fai 
and will not consider the infcrmation to be anotner ourdes 


Under wnich they must acconplish@enmel; tas... 


B. REV IEE 

Before going much further into the discussion, sagg uaa 
review of Dr. Deming's fourteen points [Ref 8:pp. 16-17] for 
achieving quality as well as a reaffirmation Of =tae 


quality principles listed in Chapter 2 mignt be DeneT Tees 


De 


Petes Ourbeen points are: 


(ea Create constancy Cf purpose for improvenient of product 
eidmochy lec, 


eeenagope the new philosopny. 
3. Cease dependence on mass inspection, 


mena the prectice of awarding business on the basis of 
Maree tag alone. 


Bees ind problems, and constantly and forever seek ways to 
improve the system. 


SN 
° 


Institute modern methods of training on tne joo. 
me institute modern metnocs of supervision. 
meeDrive out fear. 

[emer ca<, dOWn barriers between departments. 


10. Eliminate numerical goals that ask for new levels of 
Pipcerecrlvyluys WithoOue Drovidingamethods for itiprovement., 


ities Eliminate work standards. 
le. Remove barriers that hinder the worker. 
[ire lnstitute a vigorous program of education and training. 


fee Create a structure in top management that will push 
every day on the above 13 points. 


Tne five general principles of quality notec in Chapter 2 
Se this thesis are; 


Mermeasures of quality vary according to the procuct and 
Maeweeds Of the customers. 


mitorovinge Quality is a long-term, never-ending process. 
Pel edicatcion to quality must be total. 


mmelmorovitie the workers 1S not the answer, improving tne 
Syoeel 15. 


Malia uy cannot be assured through mass inspection. 
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itn the adove ideas in mind it is possible to enumerate 
the basic cnaracteristics of a quélily program for tiem ee 


Procuréeneneeer2aniZau bon. 


C. GENERAL FRAMEWORK FOR A QUAI TY See 

There are three baSic steps to achleving and talnGc uname 
QUcltey., 1he cf 2 iow ie to establish a program tnat leadsiime 
quality improvements. The next step iS tO Obtain @ Meagsuma 
of what tne level of quality is at @ given point in vie 
The final step is the process of improving quality. Sages 
tris 1s tne final step in tre quality model, tne ete 
required to acnieve quality does not end here. {APS erie 
step cycle continues forever. AS cOnd1ILIONS Chan2= ore. 
program adapts to the changes by redefining quality 
requirements or redefining measures, but the Overall sp) ceo 
remains the same. 

Tne pulk of tnis thesis is concerned with the first anc 
third steps of this three step process. What 2s hecdeaueae 
obtain quality and what action can be taken to improve it? 
These are the questions that involve tnese parts of the 
quality model. However, the second step, measuring qua tua 
is just as important as the other two in the overai lavas, 
program. Therefore, the remainder of tnis chapter will 
attempt to show how tnis three step process Canevormrare 


achieve quality in an ofrganizaciene 
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1. otep One - Acnieving Ouality 

This part of the chapter concerns the types of action 
mareeare Nneeced to begin a quality program. Some of the 
meems G@:scussed nere jTiay seem to be simple management, 
Mmeagever, it should be remembered that this program is 
concerned with the attainment of quality. In the normal 
meurse Of day-to-day actions, managers are concerned with 
Memmespects Of the Organization = productivity, payroll, 
memeetcition, and many otners. idhis program is ccncerned only 
mpeeeecee achievement of quality. lt is felt that by 
Senecentratings on this alone, tne overall organization will 
mio rove. 

Mieouler = tOr a -audalivy Pproeran TO Ssuceced there sis an 
muiporcvant Condition that must first be met. This condition 
memone Of an overall understanding throughout the 
@retanizetion that quality is of paramount concern. MInis can 
Only be achieved if employees are convinced that management 
1S completely supportive of the quality doctrine. Positive 
steps must be taken by management if they are to convince 
emeoyees Of this. A likely first step would be to appoint a 
meebity control officer and a quality control organization in 
any procurement organization that does not already have one. 
Pec vne limited manning and funding levels available in 
today's environment, this step may appear to many to be a 
TuUrther tex on shrinking resources. However, as was shown in 


Maepcer 2 improving quality does save money in the long run, 


5). 


and in order to achieve quality, poSivtive aCUlOneiDe eee 
taken to give it a firm footnold in the bureaucracy. 
Appointing quality control officers at contracting ac civaseeeee 
does much to aid this effort. In addition, to ens aee 
management et field activities 1S as COnVinced es thaw. 
employees, a quality control "czar", if you will, shouta@aaes 
be appointed at NAVSUP headquerters to oversee the efforts of 
the field representatives. This action will not only aid in 
institutionalizing tne quality doctrine, dut will ono yaa 
central point within tne hFCS to address problems founda 
DmprOVI Nee Glal acy. 

Training is another important espect (oO the aie 
step of the cuality program. Becéeuse tne reaulrenenvs a om 
putting together a Government contract are many anauyvag 
according to the supply or service being produced as well as 
a myriad of other factors, there is no one place that all 
contract specialists can go to learn thelr job eee ce iciae 
there are some short courses that are required {er 
advancement to certain levels and some requirements for entry 
level personnel, for the most part, tralning for convmage 
specialists in the government is an On-g01ing process wire 
great deal of cn-tne-job training involved. Tnerefore, if an 
Operation is to achieve 2 high level of quality in large 
contract or small purchase production it 1S impoOrtan l §Ga ee 
Start with a strong, dynamic training program tnavwineimae 


rigorous classroom, as well as on-the-job instruction. Ihe 
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more Vigorous the training program the greater the chances 
Chat the work force will be capable of producing high quality 
work, and tne ease of inplementing system changes to improve 
Quality will be ennancecd. No activity should expect full 
pmeauetion Or quality from any of its buyers that nave not 
meee Oenefit of a solid education in contracting basics. 

Management reviews are another important method of 
improving and ensuring quality. Tney are aiso cne of the 
areas where practices for improving quality in large and 
meee eCOntracts differ. 

ese orouaoly unreasonable to expecy all contract 
specialists to nave the comprehensive knowledge required to 
MSerrectly complete, in the first attempt, a large contract 
award. Of necessity, the system has reviews and 
Mmeecializetion built into it. This team approacn to contreéect 
meee on Mas been eifectively used throughout the governnent 
ana tnere is ne evidence to support a change in this 
Strategy. There are prodaoly already enough in-work reviews 
Mmameene current large contract processing systen. A contract 
Specialist receives the requisition and begins to prepare a 
Pemicitation to request bids on the work. During tnis phase 
pees enroughout tne procurement cycle the specialist has 
mol abdle the advice and assistance of pricing specialists, 
Mmeeracal specialists, lawyers, superiors and a host of 
others. Depending on tne dollar value and type of item being 


merenased, there are several reviews by committees and 


ous 


officials higher in tne chain of command tnat may also be 
required. Simpiy put, tnere seem to be sufficient checks in 
the system to ensure that large contracts are pret es 
prepared. 

However, as small purchases are intentionally Made 
more Simple to complete, 10 18S not unreasonacle to eCxpece 
buyers to be able to compiete then proverly on their own 
after a short period of learning. This lessens the need fc¢r 
reviews py management that are tne norm in the lerze Conia 
arena. This tenas to allow a greater chance of problems with 
quality in small purecnese production. Therefore, 2a regain 
review of purchases made by puyers should probably be 
conducted by their superiors. This review should not be mace 
of every requisition as that will sesunle in a lowering of 
quality and morale as discussed in previous cnapters. Ihe 
review is instead a reaffirmation to employees of 
management's concern for quality as well as an 2ddltional 
check for problems that may ve highlighted by quality 
Inspectors as discussed in the next section. 

oe. otep Two ~- Measuring Quality 

The second step to the quality model is to measure 
the level of quality in the organization. AS Giscusscameee 
Chapter 3, there are many ways to do this. The Aviation 
Supply Office uses a discrepancy level based on the number of 
errors found in a review of files to determine Bow its 


contract sections are doing in providing \oua5i7 Sou 
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NRCC Washington, on the other nand, uses the PUR rate to 
measure its quality. These methods are both effective and 
there are many others that would provice equally useful 
measures of quality. The following paragraphs outline a 
Pemieman Method 7,or measuring quabity that might be adopted oy 
Meee zations witamout progres currently in place. 

Hise SsPeme area tiat thesuse of stetistical methods 
Mitre CONMCS INtlO practice. Like EQCeOroeran av ASO). the 
memlowins program uses samples of the contracting product to 
B@easulre Guality.  Deming's tnire point warns that mass 
mmepection is harmful to quality. if a worker is aware tnat 
in every case his/ner work will be inspected by another 
Person before 1 is completed, he/she is much more likely to 
femreSs concerned witn tne quality of the effort the first 
Time througn. If, on the other hand, an empicyee is aware 
maeuenme/Sne will be responsible for the conplete product, 
micwmeare tiore likely to be concerned witn getting it right 
M@iemmirst time. This is the thrust oehind the fifth quality 
Peanciple cited in this thesis, quality cannot be acnieved by 
Mee mens oCeTION, 2b MUSt be an integral part of the process 
mreom the beginning. 

Inspection on a sample basis is, however, still a 
necesséery pert of the overall program. There tnust be some 
measure of how the organizetion is doing with respect to 
mer ity. oamples of the finisned product provide this 


meme cwen WitLMout attempting to correct the misteke before it 
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goes out tne door. this ensures responsi0i lity ome 


product quality rests with the worker, and still gives a 


wigasure of how tne System IS *deineme 7c 


Under this model a quality inSpection Of Pango 


selected contractual documents would be conducted by ame 


quality control organization previously mentioned Co 2am 


measure of the level of quality at the activity. A cenecgiee 


such as Appendix G for small purchases and Appendix d for 


large purcnases snoulda be used es a Buide dur tae 


inspection to ensure consistency and completeness. If the 


quality program will bé controlled internaliy then indvy aoe 


command's management can use its discretion in this reggae 


However, if an NFCS system-wide quéelity program will be used 


and activities are to be compared, then a cofrinon cneck es ae 


must be used and inspectors should be tréined to vcneue. 


Similarity of inspections among activities. Appendices Gana 


H are provided as a basis for such a cneck sheet and must be 


exbvandec to provide coverage of tne broad fFange Ciara 


included in the WNFCS as a whole. 


The sample selected for review should be large enough 


to ensure 10 1S representetive Of Enewenianee operation.¢ 


Tnere are many statistical methods that mignt be used to 


determine how to establish a quality level based on tne 


2 


An excellent guide for sampling techniques is contained 


Western Electric's Statistical Quality Controtepandoee eee 


Pact, 


this book as well as others listed in the bibliograpihyeae. 


excellent sources for quality control personnel to researc neemem 
finding statistical models for their quality programs. 
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mel ecr Or Une quality inspection. A simple choice is to use 
Ene percentage of documents without errors as the measure. 
Other Rone complex methods could also be used. Tne more 
Teidicive ene statistical method used to measure quality is, 
mmeemore useful 1 will be for imeproving quality. 

Another measure tnat would appear useful is tnat of 
Siescomer Satisfaction. As the customer is tne most important 
Seurce Of quality input of any Service oriented organization, 
Mmyesudinzg government purchase activities, any program that 
Ga not include them would be incomplete. However, as 
mecca OUL am Chapter 3, measuring quality through customers 
Bepaiiticult to do. The key to using this input successfully 
1s to control the types of responses that are allowed and to 
inet their effect. This can be done by careful selection 
of the questions asked of the customers. A customer 
Savistfaction form witn sample questions is provided as 
mependix I £o tnis thesis. This form offers generic 
meoriation as tc the overall effectiveness of tne operation 
@s well as providing data that may be useful te the quality 
Dersonnel in determining other problem areas, 

It should be remembered by anyone attempting to 
mevelcp an overall quality program for comparing different 
pereiVities, tnat an activity which is able to foster good 
meecomer relations in spite of iow contract quality, may fair 
better on this measure than one with higher quality and more 


wetending custciners. The combination of internal inspection 
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and input from custcmers snould provide adequate ini Gy iia 
for measuring quality. Assuming that measures of 80% 
accuracy were obteined from the inspection of documents. 
85% of tne customers surveyed were pleased with the quality 
of the contracts the rext Step 18 te dmpyey soe 


percentages by finding problems and correcting tnem. 





2; Steno Terec 

The use of statistical measures of cuality does not 
end witn its initial measure. Once management is made aware 
of its quality level, it must take action to determine wae 
the system can be improved to assist the worker in War meee 
Quality product. some areas to consider in attenputieueme 
improve tne system include: Is training adeauate? Is the 
manning level commensurate witn the workload? Does the 
quality of the incoming requisiticn hamper the buyer's 
ability to turn out a quality purchase? are there ovher 
methods or procecures wnich, if used, seeuMdwitp oa 
buyer's ability to produce a higner quality producv time 
same or even less time? Questions such as these and a niyriad 
of others (See Section B of Appendices G and H) should be 
asked by management in attempting to improve quality. If it 
appears that a change to the system may be beneficial, it 
SnOoulLa be” Ineoreoraveda: 

It is when changes are made tnat tne real Valwemen 
statistical methods takes place. A relatively Constanv tevee 


of quality (or measure thereof) should be available prior to 
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testing tne effect of a change to tne system. When the 


eeomee wis implemented the change in duality should be 


a) 
r+ 


measured to determine the change nag a positive or 
negative effect, as well as, tne magnitude of the effect. 
Tnen the question beconies: Is tne increase in quality 
serieient tc justify the ecnange? if so, then the change 
jemedg be made permanent. If not, then it snouldn't be 
retained. 

Assume that the 80% accurécy rate noted avove was 
determined to be caused in part by an incomplete 
Perr, icacron tor sole source procurements. Upon institution 
Cmeecradaining in tnis area tne overall accuracy rate was raised 
to 83% and the errors based on sole source justification were 
reduced to zero. wUTnis is the type of process tnat must take 
place to ensure quality improvements. 

The usé of sucn methods is not as simple, nor as 
meee, as their description nere. This fact is one of tre 
Mratrary reasons that the establishment of quality 
meoressionels in the contracting system is central to the 
successful implementation of a viable quality program. 


ae | ing ; Model 





The manpower requirements for a program such as tne 
One outlined above may seem prohibitive. However, one of the 
MemayitiesS Visited during the research portion of this thesis 
had successfully used its Naval Reserve units in assisting in 


eae quality effort for small purchases {Ref 16]. As all of 


os 


tne major buying activities within tne WFCS curren 

Reserve units assigned, it 18S SUSZeSteqdMtna tee ecm eee 

very cost effective method of itiproving the quality ores 

small purcnase organization and tne buying knowledge of tne 
Reserve unit at the same time. 

Tne use of Reserve personnel is more difficult with 
large contracts, nowever, due to the sreatver scene. sae 
invoived in these acticns. There is a definite need for more 
personnel in order to properly conduct a quality proegranmaas 
large contracts. Depending on the office organization, Gmeme 
could be gained by changes that free some personne letras 
their current duties (e.g., disestablishment or down loading 
of contract administration sections.) The use of Reserve 
personnel may be possible in some inStan@es ye vere 
likelinooc of finding Reserve personnel capable ef propenmi 
evaluating complex large contracts is remote whoo 
offices. AS a result, the bulk of large contracv quai, 
work will nave to be performed by pernienent quality 
personnel. dTnough the investment nere may be great in some 
instances, the overall gain to the purchasing activityeaga 


its customers snould prove beneficial. 


D. SUMMARY 
A review of the five contracting principles anGgeeaews 
relationship to the three step contract) gual tty oro ane 


be nelpful avstias wien ce 
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iWemiltebepreneicle 1s that meesures of quality veny 
mecoraime CO the product and the needs of the customers. 
Peeee nine a quality control system within the NFCS should 
‘epew LOr the recognition of tne variations bdDetween offices 
Gaaer tne NPCS and also provide for sone central quality 
meryvcies for the system. There are and should be trenendous 
fee rerences oetween an office that iS primarily involved in 
fleet support and one that 1s concerned with snore support. 
Mmality concerns could also be expected to be different. 
Memereccness Of the incoming requisition can be a key point 
mer che snore oriented operation, while the same requirement 
may oe unrealistic to the ship oriented contmand. It is 
maeortant to note that due to the overall similarity of tne 
mission in the connands under the NFCS a case can be made for 
moencical quality Standards EOLOCmOlrecedson all of themes If 
Mmesewere done, assigning the different conmands a different 
meer ity level to méintain in light of their circumstances 
Prmta be @ Viable way of taking this variability of quality 
meoo account. the quality control personnel at each of these 
commands must be aware of these differences and must build a 
mereeity system that keeps tnem in mind. At tne sane tine, 
Meey must help the central quality control personnel at 
Mmeaacquarters understand these differences and aSsist in 
mending common measures of quality for all the conmands. 

Wes Varclatvion of quality requirements 1s one of the 


reasons that improving quality is a long-term, never-encing 
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process (tne second principle). Perfection in any Darciomuam 
area 1S an unlikely achievement at DeSt., Striviim@auG) eee 
nowever, 1S a worthy goal. The quest fer acnieving dualuee 
will never ena because the possibility of error wili never be 
zero. In addition, tne procurenent SyStemeyol thew mee 
States Government 18S in a cOnSTant State Of Guanes 

Congress, tne Executive Branch end tne Judicial Brancn of tne 
government create changes to the system almost Gary 7 
those changes occur their eirfect on thesquciew mem 
precurements must be measured and evaluated. Though the 
overall mission of the {JFCS may remain constant, mow aoe 
about performing tnis mission 1s lixely vo De "ai1ecceumea 
Many cnangés in the acquisition fiela ly mMeoupus gueeen 
competitive awards of contracts and the more recent 
establishment of the streamlining advocate aré two €xanowee 
of changes to the system that must pe adapted into 4a Com siame 
Qualicy “so stein. 

The quality organization should also be concerned witn 
finding the reasons for problems in quality. Due to the 
complexity of large dollar procurements and tne oOraanizZeeee 
of the contracting system, this process will 0e€ @ @oOnse ime 
series of solving problems, finding new omes) ancueedcm 
causes, soliving those and beginning the precessmao a 
Changes in the regulations concerning government contracts, 
changes in custoners, and changes in personne as sea 


other factors all work to keep the System in a cOnSUanUeocee. 
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eeu x.  inls Gendition Should be recognized and flexibility 
Suoeeoe Maintained in developing a contract quality progrem. 

HOC dedicatrior to quality 1s prooably one of the more 
fer icultc principles to achieve. dhe establishment of 
Miewiey control officers will assist in achieving tnis tUnird 
Principle. The PUR system can be an excellent program for 
mum@ainsg contracting activities, if the quality of the 
Someract 15 a consideration of the progran. however, unless 
this is tne case, the PUR system puts overwhelming enmipnasis 
Mammo Guaticlity Of contracts. As noted in Chapter 3, tnis 
peem@asls Can directly affect the quality of tne product. 
Until tne quality of the contract 1s considered to be a key 
mower In the system, it will not be a major concern of the 
Serceract specialist. 

Pacem Ourcul principle Of quality, improving the workers is 
feemecie answer, injproving tre systen. 1s, should be remembered 
when any effort is made to improve quality. Once the 
meaimnins program 1s in place and is being followed and 
adequate reviews are established to ensure that tne quality 
Bomcept is understood by tne workers, any gains in quality 
must be ootained Cthrougn improvements to the system, not the 
meople. ine quality control organization, using the tools of 
meen inspection and statistical methods to find problems, 
meme rect the source of problems, and-correct them, helps 
managenent to improve the systen in whicn the contract is 


Droduced. Given a static environment, asking employees thet 


67 


are already working as weli as they Can (to dowo2 30) a 
not increase quality but will probebly cecreasemiee 
Satisfaction and lower morale. This will likely decreeéese the 
level of quality. If on the otner hnand, enployees see that 
managénient is truly concerned with quality as evidenccama 
the addition of quality experts to tne organization, anda 
see an intelligent attack on quality problems vita leone 
data and quality neasures, their concern for Guana eee 
grow. 

The use of random samples is basic to the last prin@aiaeeee 
tnat quality cannet be achieved througn mass wnseee ute 
Samples provide a neasure of the quality of tne prodie 
Statisticel methods aid managers in meaSuring quality, 
finding tne securce of problems, and measuring wet ieme: (cc 
changes made to sSoive the problens. If tne buyer is 
untrained in procedures, inspecting every item will increase 
the likelihood that all tne mistakes are found, but Utney egies 
still be corrected. Proper training will allow the bu) cog 
complete the contract the first time and eliminate thie need 
for the mass inspection of outnout. Analysis Of Statice tae 
data will highlight for ménagement tnose areas where training 
WS tebe Eiotav ed: 

Finally, it should be remembered that oneworer.— 
fundamental aspects of a complete quality program iS Uda 
program covers the entire operation. Altnough it nas been 


Stated that a sampling method snould be USEGG) for Coed Ca ae 
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Mrabity Ol the iinal product, this is not where the prograin 
emmeula coneenterate all of its efforts. This is especially 
Mauemunen ettempting to improve the system during the third 
Emcieot tne quality program. The overall operaticn should be 
eereowedemhom FeGinning to end. Are there clear operating 
Peocecures in place throughout the operation that are 
rollowed by the employees? Are the requisitions given to the 
biyers complete enough to allow them to do their job? Are 
Eoere bottlenecks in the system that cause celays or act as 
Bermeiiers' thet prevent the specialist from completing tne 
memeraect if a timely manner {Ref 8:p. 43]? 

[ie May appear that some of these questions should be 
mood DY Managers and resoived in the normal course cf their 
Heme, so that the need for quality specialists is not valid. 
Moeerutcnh though, if these questions are asked, the course of 
Memon tliat is followed to resolve the problem is often 
Pulesswork on the part of management with no well plannea 
Meweiod Of deternlining its effect on the problem. Just as 
@iten the problem is not resolved or not discovered because 
Beme Other problen, seemingly more important at the time, 
requires management's attention. <A permanent quality staff 
Bmerantees that concern for quality will not be overruled oy 
@@emvlatest flail™. At the same time, it ensures that 
actions taken to improve quality can be measured and 


meecligdrawn if ineffective. 
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V. CONCLUSJOUS AVDVRECOMMET Dei 


Ay LRP ROU TECK 

This thesis nas attempted to provide a backgrounc Ome 
quality is, 1ts status with regard to the eee arene 
contrectuél actions, and a baSic model fCr improve. 


quality of contracts within the NFCS. The following isva 


presentation of the principal conclusions and recommendations 


Bea sOONCEUST ONS 

Conclusion 1. A quality procurement 18 One that provi 
to the custoner, the desired item or service. temic ie 
required at a fair and reasonable price that iS ir the bea 
overall interests of the Government and that is 1n COnpiianme 
with the rules and regulations Chat governeaneee 
procurement. 

This is the definition of a quality pDrocUreiient Canam 
used for the purposes of this thesis. It meets tne neecdsiar 
customer satisfection, compliance with regulatvonsme as 
correctness of tne purchased product compared” to thevac_@ 
requested. Within this definition of quality is 42 widewweaa 
of quality levels. From the basic tocl required fOr (Chemie 
2 the finest tool ever made, there are many different 
quality levels. The key is to find the level that is Gesaaee 
and to work towards it using proven quallvyeecelccew 
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Conclusion 2. The Purctiase Unit Resourcing (PUR) system 
Su renvuly used for funding activities within tne HFCS places 
lpwasls OF QUWiantity rather than quality of the contracting 
meoduc lt. 

Miemm@cason fOr tCils 1S Chat tae Guentity ef output is tne 
ests £Or funding NFCS ectivities. As long as there is 
ereater empnasis placed on the quantity of tre product 
maeecad Of tne quality of the product, the quality will 
Sey . 

Wenclusicon 3. jjj(~here are five basic principies of quality 
that snould be remembered when establishing a quality 
program. These principles are: 


\ Measures cf quality vary according to the product and 
the needs of the custoniers. 


MEO Ovine —Gudallty 1S a long=term, never-ending process. 
Bee WEdication to quality must be total. 


oe improving the workers 1S not the answer, improving tne 
system 1s. 


oe QUality cannot be achievec through mass inspection. 
tiesemprineciples are gleaned irom the works of Deming 
and Guaspari. They focus on the some of tne more important 
Sencepts of attaining quality. 

Pemeris On. = HOST Ollices that were reviewed nave 
ileeornized the need for itproving the quality of the 
memoraeling product and nave established quality progranis. 

Managers in the field seem to have determined that action 


mep De Laken to ensure the contractual product that they 
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produce is of a high quality. At the Save tio r 
requirements such as a heavy workload and increasing 
complexity of the contracting procesS Nave Made 10 Git? seme 
for then to make great strides in itiproving qualivy see 
hoped that some of the ideas expressed in this thesis Wijaeeee 


of use in overcoming Some or Ulese proc 


C. RECOMMENDATIONS 
The following reconmendations, if implemenved, snouta 
result in improved contract quality Within cies ee 
Reconmendation 1. The NFCS should appoint quality 
control officers at each of its major buying accly fee 
head up a quality control organization and at NAVSUP 
headquarters a quality control "czar" should Se ras. cca 
administer an overall quality program and ensure tnat 
emphasis on quality is maintained througnoue thems cree 
This is an inportant first step in the eG€staoli sane 
quality programs. This quality control officer will) a@eiieeee 
Ninstitutionalize" the concept of quality, provide a Cem 
point where quality coneerns and concepts can be Giseueaes 
and will provide the tools necessary to puv into Dpiaceuem. 
concepts of the quality put forth in ent seme oe 
Recommendation 2. Tne NFCS snould adopt the quality 
model presented in this thesis to improve the cua] an 


procurements. 


2 


Piemribecustep processsof achmeving quality, measuring 
feat lty, ancdwaimnproving upon that Wevel ef quality offers a 
clear systematic way to improve the level of quality in an 
Organization. The program is also flexible enough to be 
Gmeiecd FO a Wide variety Of organizational arrangements and 
tne many changes that are tne nature cf the procurenent 
process. 

Recommendation 3. The PUR system should be changed to 
emoure that the empnasis on quantity alone is stiifted to 
Piekucesoualitysef the contracting product. as well. 

Two activities that were reviewed already have progranis 
meer Might be used to accomplish this action. tdhe Aviation 
Supply Office develops a discrepancy level that is used to 
Meremure the quality of its procurements. IHRCC Washington 
femeniees Uneir Quality by determining how much of Uheir 
memeract administraticn activity is a result cf mistakes made 
by the PCO branches. Either of these methods or a 
mimetdtacion Of both or Some other metnoeg yet to be developed 
smould be used to increase the emphasis on quality in the 
eeescvem. A possible example is to simply subtract acticns 
tnat fail a quality check from the number completed for the 
G@etermination of funding by units completed. Before action 
femeraken with respect to this recommendation, however, all 
perivities should have an opportunity to establish quality 
meoerams., Placing new requirements for quality on 


Peeanizaclions without providing tnem the tools with which to 


(fe 


accomplish them zces against many of tne con@epUsmp ue 
in this thesis. Such action will prooably cause harm temeae 
quality of the contracts and at the same timeupr ove 
inaccurate measures due to "gaming" of the resueyoee. 


@evivities put in this pCorspost tome 


Dee SSUHMARY 
1. Answers to Research Guesticns 

Primary Reseéereh Question: How can liiproved Gia 
of contractual actions be achieved in the Wavy Field 
COntractUine soVsucr- 

A general quality model for echieving quality in 
contracts is presented in Chapter 4 of this thesis i iim. 
model if combined with the establishment of quality comune 
officers within the NFCS should result in va measmreagm. 
inpprovement in the quality of contracts produced by tre wis 

Ancillary Research Questions: 

1. What is the definition of quelity in =conveace a 

A quality contract is defined as one tnét provides. 
the custoner, the desired item or service within the time 
required at a fair and reasonable price tnat™is in tae Bee 
overéell interests of the Government and that is in Ccomplvenee 
With the rules and regulations that govern Such a 


DrocUrerentG. 


TA 


2. How is quality currentiy measured within the NFCS? 
There is now no single measure of quality within tne 

NFCS. Two of the activities that nace reviewed, NECC 
Washington and the Aviation Supply Office had quality 
programs in place that cffered some measure of the quality of 
ma@eomecntracts produced. HRCC Washington used the PUK rate as 
a measure of quality. As the rate decreased the quéelity was 
judged to neve increased. This was possible because the 
G@emeract administration function is done in house by a 
PemaraLle Organization from ene PCO sections. the Aviation 
Supply Office measured quality by inspecting documents on a 
random basis and determining what percentage cf those 


inspected were deficient. 


Pevitet measures of quality are used outside of the NFCS 
and cén they be applied to the NFCS? 


The Air Foree now has a quality checking system tnat 
is an in-process system for asseSsing quality before the 
eontract is awarded. Some of the Bono core used by the Air 
meee CONcCerning items to be checked for quality ere useful 
and nave been included in the appendices of this thesis. The 
fmmeerorce System dces not, nowever, attempt to measure 
Me@elity. Rather, it attempts to insure it through mass 
Mmimooection. For this reason, no measure of quality used by 


Meee Air Force can be applied to the NFCS quality progran. 


(G2 


4. What specific methods snould be establisned to improve 
the quality of procurement actions Wi tnineegeoe as 


Establishment of quality control officers Within 
KFCS is the first step tnet should be taken Co dniprovomeee 
quality of contracts in the system. Imesoeeuaiea. 
professionals should use a program such as the threcwagem 
mocel presented in this thesis to establish quality coriemees 
practices, measure the level of quality and thén constanaue 
work to improve on tnis level of quality. | At Gere 
establisnment cf the quality professionals and the 
ifiplementation of a quality model, the Naval Supply Svsters 
Conmand should put into place a system that moves the current 
emphasis of quantity in the Productive Unie esouneud 
program to one of quality. Inis could be accomplishecamp, 
deducting units that fail to pass quality measures usa. 
decrease in the PUR rate to measure increases in quality, or 
any other method that is devised by quality officers in@aae 
HEC So. | 

ae, Recommendations for Furinereies eamean 

Tne primary area for further resecayenmnr- 
establishment of precise measures of quality and the 
development of a model for statistical analysis that can 
apply these measures regardless of the organization oi the 
contracting activity. This effort would result in =a een ae 
quality program that allows not only improvenients in quelity 
but also a way to measure the improvements and compare 
different contract imme ace aoe 


TO 


APPENDIX A 
ANALYSIS OF PROCUREMENT QUALITY 
QUESTIONNAIRE ONE 


This questionnaire is being used to draw upon the experience of 
knowledgeable personnel in the procurement field. You will be esked to 
identify factors which, in your cpinion, affect the quality of thcse 
procurement actions in the $100 thousand to $1 million price range with 
which you are familiar. For purposes of this study, a procurenient action 
encompasses all activities required for contract planning, placement and 
aaministraticn. 


The information you provide will be used to structure a secona 
questicnnaire designed to rank these factors in orcer of their perceived 
relative impact on the quality of a procurement acticr. This second 
Survey will be mailed to a different set of procurement personnel. Your 
time and effort in completing this questionneire are deeply appreciated. 


1, Under each of the following contract phases, list those tasks which 
you feel are required tc ensure that a procurement action will be 4 
"good" one. 


a. Contract planning/pre-award phase 
b. Contract award phase 
c. Contract administration phase 


2. Describe the qualities (e.g., education, experience, etc.) a good 
procurement otfice shculd possess. If certain qualities are required by 
the type and complexity of the contracts handled, please note this fact. 


3. Procurement policies and procedures are specified in Air Force 
Girectives and the ASPR. If you feel that any of these directives impece 
your obtaining a "good" procurement action, briefly describe the 
directive and outline your recommendetion for change. 


4. For precurement actions with which you are familiar and which you 
would describe as "bad" prccurement actions, list the characteristics 
which in your opinion contributed most to the unsatisfactory outcomes. 


5. What was the worst procurement problem you experienced during the 
past year (other than inflation)? What single action or lack of action 
contributed most to the problem? 


6. What was the single best procurement action you were involved in 
during the last year? What were some of the important things which made 
this procurement outstanding? 


How many years’ experience co you have in the procurement field? 

Circle each Tunctional area in which you have had procurement experience. 
(a) Procurement of services (c) Contract administration 
(b} Procurement of supplies (d) Other (specify) 


7. Based on your experience, describe the attributes or qualities of a 
good procurement action. 


FPPENDIX B 
ANALYSIS OF PROCUREMENT QUALITY 
QUESTIONNAIRE TWO 
ANALYSTS OF PROCUREMENT QUALITY 


This questionnaire is the second in a series of two Guestionnaires 
which are designed to identify and rank factors which affect the 
overall quality of procurement actions in the $100 thousand to $i 
million price range. In the first survey, a random selection of 150 
procurement supervisors were asked to list factors which they felt had 
a significant impact on procurement quality. in this survey, you will 
be asked to use your experience to rank these factors in order of their 
relative importance. 


For example, suppose the following evaluation had been made cf 
those factors during the procurement planning phase which may effect 
the quality of the resulting procurement acticn. 


Less Importance to Ensure Greater Importance tc Ensure 
a Quality Procurement a Quality Procurement 

) te » > / 

OX / it es Vi ‘ 


1. Clear statement of item/service required, precise drawings, 
reasonable delivery schedule, etc. 


2. Removal of unnecessary embellishments from item/service required. 


3. Close coordination between procurement team anc customer during 
contract planning phase. 


4. Technical experts consulted during design/specification of the 
requirement. 


5. Accurate price estimates computed. 
6. Select proper type of contract for the procurement. 


7. Adequate funding available in customer's budget. 


™! 
ie 


In the above evaluatior, the respondent considered Factcr 1 (clear 
statement) to be of great importance to obtaining a quality 
procurement, end it was more important than Factor / (adequate 
funding). Factor 2 (removal of embellishments) was considered to be of 
less importance than éeny of the factors. Note thet the respondent 
could distinguish no significant difference between Factors 5 (accurate 
price estinates) and 6 (selecting type of contract) so he placed them 
ét the same point on the scale. 


PROCUREMENT PLANNING PHASE 


Less Importance to Ensure Greater Importance to Ensure 
é Quality Procurement é Guality Procurement 


1. Clear statement of iten/service required, precise drawings, 
reasonable delivery schedules, etc. 


¢. kemoval of embellishments from item/service required which are 
unnecessary to meet performance specifications. 


3. Close coordinetion between procurement team ana customer during 
contract planning phase. 


4. Technica! experts consulted during design/specification of the 
requirement. 


9. Accurate price estimates computed. 
6. Select proper type of contract for the procurement. 
7. Acequate fundince available in customer's budget. 


otra heaters 
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FORMALLY ACVERTISED PROCUREMENT 


Less Importance to Ensure Greater Importance to Ensure 
a Quality Procurement a Quality Procurement 
1. Clear, unambiguous IFB. 


aS) 


Maintenance of currerit list of responsible ccrtractors. 


3. Conduct pre-eward survey of responsive bidders. 

4. Investigation of responsive contractors! past performance on 
Similar procurements. 

9. Freparation of a contract which centains required clauses and is 
fair to both parties. 

6. Gther 

NEGOTIATED PROCUREMENT 

Less Importance to Ensure Greater Importance to Ensure 

a Quality Procurement a Quality Procurement 

1. Pre-negetiation strategy conference to eliminate confusion/ 
differences within the procurement team, and to establish a sound 
negotiating positicn. 

Meee conduct "Should Cost” analysis. 

3. Clear, unambiguous RFP/RFQ. 

4. Conduct pre-award survey of possible contractors. 

9. Preparation of a contract which contains required clauses and is 
many tO BOLN parties. 

6. Other 


eal 


COWTRACT aAbmLitsTRAt ich 


Less importance to Ensure Greater Importance to cnsure 
a Quality Procurement a Quality Procurement 


1. Post-Award conference with contractor, PCO, ACO, and customer to 
ensure understanding of resocnsibilities of all parties to the 
contract. 

2. Rapid response to contractor queries. 

3. Ensure PCU ana ALO sresent unitec front to contractor. 

4. Failure ot ACG to strictly enforce contract provisions. 

9. cacly recognition of contractor's propiems in meeting Contrecs 

S 

GC. Keep 11nes Of COMMUN ICation open among PCU, ACU, Contractcr, 

customer. 


/, Thorough audits of contractor. 


8. Effective inspection of goods/services provided by contractor. 


GS. Other 

CENTRAL FACTORS 
currently has Adverse Currently has Favorable 
Effect on Ubtaining Effect on Cbtaining 
Quality Procurements No Effect Cuality Procurements 


A. Legal requirements set forth in ASPR/Procurement Kegs witn regard 
to social cieuses/directed sources (e.c. Small Business Setasides). 


B. Qutside political forces brought to bear on procurement managers. 
C. Use of life-cycle costing as a criterion for Contracted anes 

D. Turnover rate of procurement managers. 

E. Use of purchase price alone as criterion (Gr GonbyaGred once 


F. High level of competition for government contracts. 


> 


Infusion into procurement management positicns of perscnnel with 
inacequate procurement experience. 


H. Well documented procurement package. 

I. Gpen lines of communication among PCO, ACO, contractor, 
customer. 

J. PCO's, ACO'sS assiaqnea tco many contracts to handle each 
effectively. 

K. Failure of Government to meet one or more provisions of the 
Contract. 

L. The number of supporting documents/forms required to complete a 
Syocurenent action. 

M. Layering of stipervisory personnel in the procurement svstem. 

N. Use of Vesign to Cost procurements. 

GU. Unnecessary reliance on sole source procurements when Cumpetitors 
Coulda be fours. 

Menon Une CUneiits 

Ineffective Measure cf Overai | ETTective Measure cf Uverail 

Procurement Quality Precurement Quality 

1. Number, reason, source of contract modifications. 

¢. Contractor's meeting of delivery milestones. 

3. Under cost-plus contracts: comparison of initial cost estimates 
vs final cost to government. 

4. Customer satisfaction with good/service delivered by contractor. 

eee Other..(specify) 


Please enter your MAJCOM. 
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SMALL PURCHASE REVIEW SHEET Z 


AWARO DATE AWARO VALUE PRIORITY REVIEWER OATE 


CO OR 


TYPE OF AWARO 


[] contract [J D.O. UNDER BOA [-] OTHER 
1, GENERAL INFORMATION 


ee ae ‘_ z= 


MATERIALJNSN QUANTITY UNIT PRICE | ‘DELIVERY SCHEDUL 







2. METHOD OF SOLICITATION 


SYNOPSIZEO 















COMPETITION 
NAYMAT FORM 4380 
[[] comPETITIVE [J sove source ([] NOT REQ’D Oyes [no / 
(7 s1aL SusiNess SET-aS 
DD FORM 1155 FAST PAY 





(JLASOR SURPLUS SET-AS 


FORM CURRENT > 

a [a YESS aie [J proper Oxo serene 
[} PROPERLY FILLED OUT ["] APPROPRIATE BLOCK CHECKED (BLOCK 16) 

REPETITIVE DD FORM 25% angauarTE CJ not required 
PROCUREMENT O ves [No ( not REQ Ores () xo CO reviewen ay Peco 


3. SOURCE OF SELECTION AND COMPETITION 
NO.SOLICITEO NO. OFFERS REC'D AWARDEO TO LIST OF TENDER: 
[] SMALL BUSINESS [[] LARGE BUSINESS (] OTHER [] yes (]NO 


4. PRICING 
PRICE COMPETITION COCUMENTEDO PRICE ACEQUATE PRICE COMPETITION ADEQUATE 
Clyes ppno | “MSS [] NoT REQD [J YES [1] NO [| NOT REQD Cres CIN 
COST PRICING CATA PRE-NEGO. MEMO ADEQUATE MEGOTIATION COMNOUCTED 
len NOT REQ’D J YES a) NO C1 NOT REQ‘D (1 VES CJ NO Tj Yes [JNO 
PRICE NEGO. MEMO. /OOCUMENTATION ADEQUATE REVIEW AND APPROVAL ACEQUATE 
0D FORM 1784 Claotreap [YES [J NO {OF Pmckincresses (JNOTREQ’D [YES [NO 


5S. PROCUREMENT HANDLING 
CRB REVI EW/ APPROVAL 
{[] NOT REQD 


CJ] yes [Jno 
6. PROCESSING TIME 


DATE SOLICITED/ORDER PLACED | OaYS REQ‘DTO sOLICIT OPENING/CLOSING OATE 
OATE AWARDED BUYER PROCESSING TIME PALT PALT GOAL MET CONTRACTOR'S QOTE 
. Clyes [No joate receiveo 


DATE OF DEFINITIZATION KUMBER OF DAYS TO DEFINITIZE 
C} PRICED : 


C}] UNPRICED 
(gj DELEGATED 









OO FORM 330 FILE DOCUMENTATION 


[|] NOT REQ’D 


ADEQUATE 


[J ves [J No 











PR MATERIAL DESCRIPTION 
- [] NOT REQ'D 


ADEQUATE 
[-] NO 


C] YES 











[] COMPLETE 
[] INCOMPLETE 

























REMARKS 


N50-4055/2 (2-86) 
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LARGE PURCHASE REVIEW SHEET 


AWARO NO. AWARO OATE AWARD VALUE PRIORITY REVIEWER OATE 


TYPE OF AWARO CONTRACTOR 


(1) contract [[] D.O.UNDER BOA [] OTHER 





1. GENERAL INFORMATION 


MATERIAL/NSN QUANTITY UNIT PRICE DELIVERY SCHEDULE 


ha ae a 


| 
REPRODUCED AT GOVERNMENT EXPENSE 








OATE AWARD BUYER PROCESSING TIME 


2. METHOD OF SOLICITATION 


SYNOPSIZEO 





ACQUISITION: PLAN MAVMAT FORM 4380/1 











fmiyves [] NO [} NOT REQ'D (_] NOT REQ’D Cj yes (JnNo CO SMALL BUSINESS SET-ASIDE 
COMPETITION FOB ORIGIN: Cl Yes [] NO Se ce. ae 
[] COMPETITIVE [1 FO8 ORIGIN W/OIFFERENTIAL CLAUSE CO NOT REQUIRED 
C] SoLe source CJ TAC CODE ASSIGNED O REVIEWED BY PCO 
iF NEGO., AUTHORITY NEGO., AUTHORITY PROPER 
J&A PROPER Oyves no 1O U.S.C. 2304() ee ) Cj yes [No 


3. SOURCE OF SELECTION AND COMPETITION 


NO. SOLICITED NO. OFFERS REC'O AWAROEO TO ‘ LIST OF TENDERS 
[] SMALL SUSINESS [(] LARGE BUSINESS [FJ] OTHER () yes (JNO 


4. PRICING 
PRICE COMPETITION | DOCUMENTED PRICE ADEQUATE CRB REVIEW/ APPROVAL ADEQUATE 
mieves [NO [*°**"** [NOT REQD (Yes [No ["] NOT REQ’D (J ves C)No 
COST PRICING DATA-UTILI ZED PROPERLY | PRE-NEGO. MEMO AOEQUATE CERTIFICATE OF COST AND PRICING DATA 






[] notREQD []jyes [NO ([] NOT REQ’D Cy} yes [JNO _ | RECEIVED L} Yes [jNo 
PRICE NEGO. MEMO. ADEQUATE -| REVIEW ANDO APPROVAL ADEQUATE 


[) ForwARDED TO DCAA/ ACO ies ey NOM eee Cacese (NOT REC'D! fa|YES [-] NO 
5. PROCUREMENT HANDLING © i 


SURVEILLANCE CRITICALITY] FUNOS 
OESIGNATOR PROPER AVAILABLE 
















LEVEL HIGHER APPROVAL 






PRE-AWARDO SURVEY OR WAIVER) OO FORM 359 





















NOT REQ’D (] NOT REQ’D (1 NOT REO'D 
wee NOT AQEQUATE Cj NOT REQ D 
Cj) ves (J No CJ yes CJ) No Cl] ves [Jno {[jJyes [Jno |(Llyes (CJ no 





6. PROCESSING TIME 


OATE SOLICITEO /ORDER PLACED OPEMING/CLOSING DATE 
PALT PALT GOAL MET COMTRACTOR’S PROPOSAL 
fjyves [JNO OATED ~ 


CO PRICED DATE OF DEFINITIZATION MUMBER OF DAYS TO DEFINITIZE 


CJ UNPRICED 
C DELEGATED 






OATE PR RECO IN PG 
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APPENDIX D 


QUALITY CONTROL REPORT FORMAT --— SMALL PURCHASES 


From: PG-OA 
To: PG-A 


Subj: PROCUREMENT OUALITY CONTROL PROGRAM (SMALL PURCHASE) 


Fnel: (1) Statistical Summary by Discrepaney Level 
(2) Statistical Summary by Section 
(3) Discrepancies within Sections 


1. This report covers the review of 30 small purchases made during December 19F5. 
Two folders were reviewed from each section, with the exception of PCY? and PEMIC, 
from which five folders each were reviewed. 


2. The objective of the report is to review and anaivze small purchesee fcr 
Giscrepancies and to use data to assess and improve aualitv. Discrepancies are 
categorized into groups and the groups are then assigned weights to obtain an 
overall ‘discrepancy level’. 


3. The discrepancy level, calculated as discussed in enclosure (1), on this 
review compares to the last two reports as follows: 


OCTOBER NOVEMBER DECENT aa 
PGR 
PGM 
TOTAL 


The overall quality level for this report shows a decrease/increase over the 
previous report. The reasons for this change can be attributed to... 


4. Statistical summary of discrepancy levels is shown in enclosure (1). A 


summary of statistics bv section is shown in enclosure (2). 


(The remainder of the report should include a discussion of each type of 
discrepancy---one paragraph for each discrepancy. The final paragraph skculc 
include a summarv which mav or may not provide recommendaitons for improvement.) 
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PERIOD 


iG 


PGR-?2 


PGB-3 


PGP=4 


PGB-6 


PGP-& 


PGR-}? 


PGM=5 


PGM-7 


PGR-9 


PGM-10 


PGM=-1] 


RFVIEWED 


TOTAL PGR 


TOTAT 


TOTAL PG 


PGM 


ACQUISITION QUALITY CONTROL 


SMALL PURCHASE REPORT 


REPOAT DATE 


DISCREPANCY 
RY GROUP 
POEDERS 7 OF FOLDERS 
DEP ICTENT DEPLeCENT a eT Tid 


re SCRE PANCY 
1, Pale |, 


*Discrepancy Level is calculated bv assigning weights of 1N, 5, and ! to 


discrepancv groups I, II, and III respectivelv. 
bv the number of discrepancies in each group and totaled. 


then divided by the number of folders reviewed. 


8/7 


The weight is multinr:ifed 
The teta] fs 


QUALITY CONTROL REPORT FORMAT =--- LAPFGE PURCHASES 


1. (The first portion of the Quality Control Report for Large Purchases Shame 
consist of an introduction and an overview of the findings including anv S¥enee= 
icant trends in deficiencies.) 


2. The second portion of the report should include a detailed list of the 
deficiencies which were found and will be provided in the followine format: 


Section Covrtrace « 
Detailed description of the discrepancy which was found. 
Eyample: 

RObede 85-C-000] 


1. The price reasonableness determination is based on the instant price 
being in line with theprevious award price. Whenever such technicue is 
used, the basis for determining the prior (base) price reasonable should 
be documented. 


2, Item B13 of DD Form 350 shold have been coded ‘3° rather Ehanw oe 
PGM-9 85-C-93999 


1. The Contracting Officer's signature block on the NAVMAT Form 4380 
was not properly completed. 


3. The detailed deficiency listing will be followed by a section which provides 
a list of, first, all the cortracts reviewed which contained a deficienc 7 s#-c.- 
second, all the contracts reviewed which cortained no deficiencies. These ‘ists 
will include the Contract No., Buver, Contracting Officer and Section Head. 
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PELE ENDES POSITION T 
NSC NORVA 4280/6 (New 6/86) 


CONTRACT FILE INDEX 


POST TICN aE Pao =SOLICITATION 


REON & SUPPORTING DOCUMENTS (E.E. DD254, DD1423 W/DID's & SS STATEMENT) 
REQUEST FOR ADDITIONAL INFORMATION/INADEQUATE SPECS, EIC. 

FUNDING DOCUMENT (IF SEPARATE FROM REQN) 

SPECIAL APPROVAL DOCUMENTS (I.E. GSA/ADP) 

SPECLAL APPROVAL DOCUMENTS (I.E. DIPEC/CSS) 

TECHNICAL EVALUATION PLAN(SCURCE SELECTION PLAN) 

BIDDERS MAILING LIST 

SMALL BUSINESS/SMALL DISADVANTAGED BUSINESS REVIEW SHEET 

SYNOPSIS (CR JUSTIFICATION FOR NOT SYNOPSIZING) 


ITIL 


MISC DETERMINATIONS AND MEMORANDUMS 
SELECTION OF ACQUISITION PROCEDURE MEMO 
CRAL SOLICITATION 
JUSTIFICATICN & APPROVAL oad 
TYPE OF CONTRACT ae 
CONFLICT OF INTEREST (REQUEST FOR USE) 
CONFLICT OF INTEREST (APPROVAL FOR USE) 
OPTION ( USE & EVALUATION) 
OVERTIME (REQUEST/APPROVAL 
SPECIAL WARRANTY 
PERSONAL VS NON-PERSONAL SERVICES QUESTIONNAIRE 
PRE-PROPOSAL/PRE BID CONFERENCE 
DESCRIPTIVE LITERATURE MEMO 
SMALL BUSINESS/LABOR SURPLUS AREA SET-ASIDE 
USE OF LIGUIDATED DAMAGES 
WALVER OF ADMIN PLAN/RETENTION OF ADMIN 


PTTL 





DOL WAGE DETERMINATION (SID. FORM 98) 

8(a) PROCUREMENT RECUEST 

8(a) PROCUREMENT JUSTIFICATION/AUTHORIZATION 
FMS PROCUREMENT SUPPORT DATA 

ACQUISITION TRACING CHART 

CLAUSE CHECK SHEET/SOLICITATICN ROUGH DRAFT 
CONTRACT REVIEW BOARD PRE-SOLICITATION SUMMARY 
KO/LEGAL/REVIEW BOARD APPROVAL SHEET 

EXTENSICN OF OFFERS 

PREVIQUS CONTRACT HISTCRY 





TELE ATE ETT 
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POST TRON] Ti 


NSC NORVA 4280/3 (New 6/86) 


TEEEEEETEPEEEEETEEEEEEETT TT 


HLT EL TTT 


CONTRACT FILE INDEX 


FoSslilcnea: PRE-AWARD 


ORIGINAL SOLICITATION AND AMEMDMENTS 
REQUESTS FOR SOLICITATION DOCUMENT 
OFFERS (LOCATOR SHEET) 

NO OFFER RESPONSES 

ABSTRACT OF BIDS/OFFERS 

LATE BID MEMO AND LETTERS 
MISTAKE IN BID DETERMINATION 
TECHNICAL EVALUATIONS (REQUESTS) 
TECHNICAL EVALUATIONS (RESULTS) 


REQUESTS FOR EXTENSION OF PROPOSALS 

PRICE AND COST DATA/COST AND PRICE ANALYSIS 
PRE-NEGOTIATION BUSINESS CLEARANCE 
CERTIFICATE OF COMPETENCY (RECURS Pace Chi2 
FREIGHT COST EVALUATION 


SUB-CONTRACT PLAN (WAIVER/APPROVAL) 

RECORD OF NEGOTIATIONS 

BEST AND FINAL OFFERS (REQUESTS/RESPONSES) 

SB SIZE PROTEST DETER) (GRe wale 

ZND BEST AND FINAL OFFERS (REQUESTS/RESPONSES) 

CERTIFICATE OF CURRENT COST OR PRICING DATA . 
2ND ABSTRACT OF BIDS OFFERS OR ADDITIONAL ABSTRACTS OF BID OFFERS 
PRICE AND COST ANALYSIS OF BEST AND FINAL OFFERS 
ADDITIONAL FUNDS AUTHORIZATION 

PROTEST(S) BEFORE AWARD 
POST-NEGOTIATION BUSINESS CLEARANCE OR NEGOTIATORS MEMORANDUM 
SHOWING DETAILED RESULTS OF NEGOTIATION IN EVENT PRE-NEGOTIATICS 
OBJECTIVES ARE MET 

DETERMINATION THAT CONTRACTOR IS RESPONSIBLE 

AWARD PREPARATION SHEET 

REVIEW BOARD APPROVAL FOR AWARD 

CHINFO NOTIFICATION (FOR AWARDS OVER $3,000,000 amd release letter) 























Mmebe) INDEX, POSITION Il. 
NSC NORVA 4280/4 (New 6/86) 


CONTRACT FILE INDEX 


Post i.oN Lie CONTRACT AWARD & MODIFICATIONS 


203 HISTORY OF INCOMING DOCUMENTS 
MESSAGE AWARD 
CONTRACTOR'S ACCEPTANCE OF AWARD) 


SYNOPSIS OF AWARD 
NOTIFICATION OF AWARD TO LOCAL CONTRACTOR 




















LTTE TTT 





Code 201 joes = 
Test Form 86-5 


CONTRACT FILE INDEX 


POST Titian CONTRACT ADMINISTRATION 


MEMO TO BASE POLICE IF SERVICES ARE TO BE PERFORMED ON BASE - - 
DCASMA/DCAA BUSINESS CLEARANCE TRANSMITTAL LETTER 

BACKLOG STATUS SEEET 

DD350 

CONTRACT FILE CHECK SHEET 

CONTRACT ADMINISTRATION PLAN 

COTR DESIGNATION LETTER(S) 

POST-AWARD CONFERENCE REPORT 

DEBRIEFING OF UNSUCCESSFUL OFFERORS 

NOTICE OF ASSIGNMENT 

NOVATION AGREEMENT 

FINAL DD250 

TERMINATION (NO COST/CONVENIENCE/DEFAULT) DOCUMENTATION 
BUSINESS CLEARANCE OR MEMORANDUM JUSTIFYING EXERCISE OF FIRST YEAR 
OPTION (INCLUDING BACKUP DOCUMENTATION) 

BUSINESS CLEARANCE OR MEMORANDUM JUSTIFYING EXERCISE OF SECOND YEAR 
OPTION (INCLUDING BACKUP DOCUMENTATION) 

PROTEST AFTER AWARD 

NOTICE TO EMPLOYEES LETTER TO CONTRACTOR 

DOL NOTIFICATION OF AWARD 

LETTER REQUESTING REGN. FOR FOLLOW-ON 




















CONTRACT COMPLETION DOCUMENTS 





EPEAT EEE 


Ue JeD DAC. fo 


CONTRACT NUMBER 





CODE 201. 
CODE 201 
7 CONTRACT FILE CHECK SHEET 
ae (TO BE FILED IN POSITION FOUR) 
GENERAL NAL YES _NO_ 


1. Contract Number, Delivery Order No., Task Order No. in large 


legible numbers in upper right-hand corner of jacket. 


2. Comolete 2 TICKLER CARDS. 
for supplies. 45 days after completion for services. 





Tickle Date: 10 days before delivery 





3. Complete 2 OUTSTANDING CONTRACT RECORD CARDS for all Contracts; 


annotate with contractors name, number of options and how long 
from PR receipt to award. 


4. Complete HISTORY FILE CARD. 
5. Complete COMMODITY/SERVICE CARD. 
6. Copy of BUSINESS CLEARANCE(S) in BC File. 


7. If “Availability of Funds" Clause applies, attach note to 
front of jacket. 


ROSTLLON 1]: 


1. ° All MEMOS Signed and dated by Contracting Officer, Legal, 


Small Business Specialist, Deputy Competition Advocate, and/or 


Chief of Contracting (as applicable): 


Determination & Findings 
Oral Solicitation 
Justification & Approval 
Authority to Negotiate (RAN) 


oO” & 
e ‘ 


an 
e 


e. Type of Contract 

fF. Option (Use & Evaluation) 

g. Special Warranty 

h. Personal VS Non-Personal Services Questionnaire 
i. Contracting Officer's Sole Sourae Justification 


Fostering Competition 

Pre-Proposal/Pre Bid Conference 

Small Business/Labor Surplus Area Set-Aside 

Use of Liquidated Damages 

Waiver of Admin Plan/Retention of Admin 

Deputy Competition Advocate Approval for Sole Source 
Procurement 


> oe Lae 


. 


ong 


2. ONE copy of complete REQUISITION PACKAGE with PUR-A, 
; Funding Documentation and Applicable Approval documents. 


3. Records of- Conversation signed and dated with names of 
persons spoken with and telephone numbers. 
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PTTL ATTT 


PTTL 


| 





CONTRACT NO. NOO189- 





CONTRACT FILE CHECK SHEET ~ PAGE 2 NA. YES NO 
4. Complete solicitation MAILING LIST. ‘I 




















5. Copy of SYNOPSIS, or justification for not synopsizing. 
: 
6. Ensure that lines of accounting on accounting sheet (s) ) 
and requisition are the same and are the correct type of 
money. ———— ae 
| 
POSITION 2: re 
1. ONE copy of each UNSUCCESSFUL OFFERORS'/bidders' proposals/ | 
bids. (If file is too bulky, these proposals/bids should be | 
placed in a separate folder.) 
| 
2. Envelopes of LATE BIDS stamped and signed by Bid Opening 
Officer with applicable memos and letters to late bidders. 
| 
3. ALL MEMOS signed and dated (i.e. Determination of Responsibility, 
pricing memos, business clearances). | 
4. Official copy of signed ABSTRACT (DO NOT MARK ON OFFICIAL COPY. 
Any corrections/mistakes on official copy are to be initialed 
by Bid Officer). 
5. FOR SET ASIDES: Letters to unsuccessful offerors or waiver 
of letter to unsuccessful offeror. 
FOSLTT IONE: 
1. MESSAGE AWARD. : | 
2. Contractor's verification of receipt of message award. 
3. ONE copy of contract with ORIGINAL signatures on contractor's 
proposal, amendments, contract award, and modifications. 
4. Ensure contract 1s in proper order (i.e. pages are in oumerical 
order and are right-side-up). 
5. SYNOPSIS of Award. : 
6. Ensure Attachments/Exhibits listed in Section J are attached 
to the contract. ; 
7. Ensure DEPARTMENT OF LABOR WAGE DETERMINATION is incorporated ; 


(NOTE: Verify currency of Wage Determination prior to best 
and final/award by calling DOL at 76-523-7581.) 
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CONTRACT NO. NOO189- 


Sore cisntLeE CHECK SHEET = PAGE 3 NA TES NO 


& 





8. Ensure DD 254 for SECURITY CLASSIFICATION is completed, signed, 
dated with date of contract award, and attached (DIS address is 
used in lieu of DCASMA address). 





9. Ensure OPTION YEARS are incorporated into contract award 
with Performance Periods identified with corresponding line 


ltems. 


10. If burden rate applies to “Other Direct Costs," ensure 
that applicable rate is incorporated into award Modification 
erst. (ON TOP)’. 


11. Ensure SUBCONTRACTING PLAN, if required is included 
in contract award. 


12. Ensure CONTRACT “ADMINISTRATION PLAN is incorporated by 
reference in the contract award. 


momeeoncorporate COMPLETE DISTRIBUTION LIST into contract 


award. 


14. Contract support division, HISTORY OF INCOMING DOCUMENTS 


form. 


15. CONTRACT DISTRIBUTION SHEET. wy) ee 


PLEASE NOTE: NO Records of Conversations, price lists, descriptive 
literature, etc. are to be filed in POSITION 3... Any information received 
prior to award is to be filed in POSITION 2 in chronological order... Any 
information received after award is to be filed in POSITION 4 in chronological 


order. 








POSITION 4: 
RESERVED FOR CORRESPONDENCE/ACTION AFTER CONTRACT AWARD 


1. PUR-P CARDS pulled and notation of date pulled is on 
jacket. EEE 


2. BHJ Cards completed and sent to Small Purchase, when 
applicable. ee 


3. Copy of completed DD 350 with report number in file; ensure 
original in Code 203 and notation of date pulled is on 
jacket. (COMPETITION??? Check Block 18.) 


*4. COTR LETTER signed; speedletter sent to DCAA and 
contractor. ee eee 
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CONTRACT NO. 


CONTRACT FILE CHECK SHEET —sbacns4 


5 


For MAX PRICE B.0O.A. order, copy of speedletter to 
DCASMA for authorization and definitization of order. 


Copy of Negotiation Memorandum sent to DCAA, DCASMA. 


Complete accounting line is cited on modifications 
affecting contract price. 


Memo sent to Base Police if services are to be performed 
on the Base. . 


THROW AWAY: 


1. ROUGH DRAFT AND EXTRA COPIES of solicitation, keep clause 
check sheet. 

2. ENVELOPES not affecting late bids. 

3. White certified mail slip after green slip received. 

4, EXTRA COPIES OF REQUISITION. 

5. Rough drafts of mods and amendments. 

6. Blue and pink typing set-up sheets. 

RETALN: 

1. Five extra copies of SIGNED CONTRACT AND MODIFICATIONS. 

NOTE: 


If the file is too bulky, separate the file into two, three, or 
the outside of the files as JACKET | OF 2, etc... and what each 
Contract number 1s to be in the upper right hand corner of each 


DATE 


DATE 





Contract Specialist 


Contracting Ofi reer 
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N00189- 





NA. TES 
NA YES 


NO 


NO 





more jackets and mar 
jacket contains. 
jacket. 


Neal eae Oy CD so, IR 


See PUNCH Se OUN LG heekev EY CUIDeE 





The following items snould be checked wnen conducting a 
G@@elity inspection of small purchase documents. As a part cf 
Maemauality review process, quality inspectors should also 
review the small purchase process to ascertain possible 
Meee oO? Clrors. section B Of this appendix contains areas 
Seae Miznc be covered during this review. 

Beceticn A —- Quality Checklist 

mums the purchase a BPA call, purcnase order, or delivery 
eroer? 

ee vas it sole source or competitive? 

feeees the Sole source justification adequate? 

5. Is the document properly numbered? 

6. Are there any material typographical errors? 

fare tne pricing extensions correct? 

8. Is the price reasonable and/or justified? 

9. Does the price match that of the requisition? 

—~—~mli athe Price is ereater, is the file documented to 

figiecate that approval to overrun funds was obteined? 
imme Are the specifications clear? 
jemeeere they in compliance with the requisition? 


ined not, is there documentation to support tne change? 
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14. Lf there is a written quote in the file deecsuea- 
contractual document agree with it? 

15. Is the paying office correctly noted on the cocument? 

16. Is the total award exceed $25,000? 


i7. If the requisition exceeds $10,900, was it Ssynovpawaeue 





16. Is there certification that the item is not available in 

the supply system? 

Is the quantity ordered in agreement with tne quan canes 

requested? 

20. is the purchase file cons vere 

ol. Were fast pay procedures used? 

ce. Were they properly followed? 

23. Was tne award made to a sinall business OF Un@oratee 
socioeconomic program? 


e4., Was the award proper in this respect? 





25. Was tne funding for the purchase proper for ~newiy coum 
purchase made? 
section B - Review Areas 
Tne following questions are typical of those that ’siaumm 
be asked when reviewing the small purchase process in order 
to determine problems and find solutions teers 
1. What is the condition of incoming requis teeenes 
ec. Are incorrect requisitions revurned tO Unie wens ler aes 


fixed by the DuUyemieeori rae? 
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Deo tnere a training program for customers that includes 
Pequasitilens, as well as other ereas that would allow tnem 
Memiliprove che Contracting process? 

#. is there adequate training for all employees of the bouying 
Ott icer 

[ae e ene re SUfTlcient controls in the contracting process 
Pomerenlicht problems? 

6. Is the activity experiencing backlogs in any part of the 
process? 

{. Wnat are the causes of the backlogs? 

8. What are the docunent distribution requirements? 

Peeare these requirements voeing met? 

10. What is the cause of any delays? 

SeeclomC = Conclusion 

Tne questions presented above are examples of tne types 
@re questions that should be ésked by quality inspectors tc 
mena oOrobiems and their solutions. Questions should be added 
or deleted to meet the neeas of tne activity. 

MnOULner wmpertant source of quality information is the 
mmpeoyees of the organizetion. Many problems and solutions 
mo De found by simply conferring with the people clecsest to 
ome problem. This valuable source of information should be 
ieea as often aS possible to ensure the quality program is 


complete. 


oh) 


APP Ene 


LARGE COMP VeGrs 





Tne large contracts quality review guide is Simpler 
Riany respects to the small purchase Suigde tiie pee 
differences are found in the nature of tne processes (igemm 
tne simple process cf small purcnasing Vs these. 
procedures of large contracts). 

Section A =- Quality Cnecklist 

1. Do incoming requisitions include cléér speeii tecuremee 
Statement of work, reasonadle delivery scnedule, daequieme 
PUiclSearctine: 4 

2. Are these requirements met by tne ect 2c. 

3. Are there unnecessary requirements in the requisivioge 


4. is the requisition teehnieall sound. 





5. Are accurate price estimates included? 





6. Is the contract type chosen proper for the circumstances? 
{. If the contract was conducted under sealed Did procectis 
was that the proper choice under the cireumstancea 

8. Are sealed did procedures followed? 

9. Was a pre-award survey conducted? 

10. If not, should it have been? If So, Was™ip  adequ. wa 
properly documented? 

11. Is the completed contract fair to both parties? 

12. \Wlere prenegotiation efforts conducted Sanam ror igs. 
docunen ear 
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ioeeoes a "Shoule cost" analysis conducted? Should i 


las £S the contract for goods or services? 

imeeetiewitt 2S fOr services, is the contract administration to 
meseconducted “in house!? 

16. Are requirements sucn as contractor audit, inspection 
Paeeeran, Quality program, etc. Tacs in the 
eentract/sSolicitation and are they being complied with? 

17. is there evidence of legal review in the file, if 
required? 

18. Was evaluation of proposals conducted in acccrdance with 
Biome aelines set fortn in the solicitation? 

19. Was the contract awarced competitively? Should it have 
been? What action is being taken to ensure competition 
Wotileoe Obtained in tne future? 

20. Has the contract been modified Since award? 

21. Were modifications the result of mistakes made during the 
mOocess Ol awarding the contract? 

fees the final cost of the contract in-line with the funds 
Sievided On the requisition? is there evidence of why 
there were differences? 

meeeias the acquisition plan completed if required? Is it 
reasonable’? 

24. Was the award made under a socic-economic prograni? 

Were tne requirements of the program properly followed’? 


meeeenre contract review board results contained in the file? 


101 


26. Was certification of cost and pricing Gate required ae 
it optarned 

e7. Was a DD Form 350 comple tedZ 

26. Were higher level approvals required? Were tney 
obtained? 

29. Was the contract awarded in a timely manner? 

30. Was a synopsis made? Is there a justification and 
approval in the file if it was eure de. 

31. Has the contract been distributed in accordance with 
current procedures? 

Section B - Review Areas 
In addition to tnose listed above, the following 

qcuestions should be asked to assist in finding and reésoieues 

DEOD Lens, 

1. Are there unnecessary paperwork requirefients placed on 

contract specialists that act a8 Darpiersmee pene, 


performance? 





2. Is the office workload to large for the manmiwe Mie vem. 
3. Is the organization of the office proper in lightwo fees 
workload? | 
4. Are managers properly trained and knowledgeable in 
contracting to a level sufficient to properly) seen: 
their duties? 
5. Is the turnover rate for employees unusually high? 
6. Does communication between the contracting officer, 


contractor and tne customer seem to Demegcegea ee” 


702 


fee GemeLiaecre COnturols in place to enSure that the contract is 
SOnipeeuc prior LO being turned over to a contract 
edqminisStration branca or office? 
Becrion C —- Conclusion 
iPiesewoueSLLOnNSG, as well as» olhers tied to the syster: 
(see Appendix G) snould aid in the problem finding/solving 


Wemeron Of an activity's quality program. 


res 


APPENDIX 1 


CUSTOMER QUAL Ty SUS on. 


The following are examples of tne types of questions that 
may be used to judge the quality of contract omes i eee 
customer's input. The questions allow feedback frome. 
customer but limit the affect of personalities Of eitheriaae 
cusconer or buying organizations on the quality soteee.. 
feedvack. Questions such as these snould be put into a 
customer service form that is mailed to selec ced wact 1) uae 
as a part of the review program for a contrecting officer 
Other cuestions may be added to this 1ist according = cae 


Circumstances between the buying activity and 1taueu2 ce 





(ie., fleet support vs. Shore support ieee 

1. Was the (item/service) delivered on time according to the 
purchase request? | 

2. Was the purchase document in agreement with the ceuryenaen 
request concerning specifications? Delivery instructions. 

3. Were copies of the purchase document received in a euimeae 
INManner from the buying activity? 

4, Was adequate status of the purchase provided to you during 
the time the requisition was being processed by the buying 
Of Tree 

5. Was the price paid for the item within the limits of tne 


price on the requisition? 
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Or 


ie 


1. 


lf the price was greater, were you notified in advance? 
Do you consider the price to pe fair and reascnapble? 
VogemmromlemWc thet arose, if any, im the process of 
GCoppreoting tne purchase resolved in a timely manner? 
iimememnequiSitioiewes for service, has tne contrector 
Dearermed tO tne Specifications Of the contract; 

if not, have problems been resolved by the contract 
gomrnistration office in a timely manner? 

What recommendations would you make to improve tne 
quality of the next purchase tne buying activity maxes 
mer you’ 


These questions snould OrOvV ides Gue=ecentnaclingsderivity’s 


Mtetty control staff with enough informatior to make basic 


eeescsosmentsS as to the quality of the contracting product in 


the eyes of the activity's customers. Questions can be edcded 


On @ 


deducted based on the responses received and the need to 


check other areas. 
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